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ABSTRACT
SERVANT LEADERSHIP AND THE MILITARY PROFESSIONAL: HOW DO
MILITARY PROFESSIONALS PRACTICE SERVANT LEADERSHIP IN THEIR
LIVES AS LEADERS?

DAVID LIMBERG
DECEI\'BER 7, 2OO9
Thesis

_Leadership Application Project

X Non-Thesis

(ML 597) Project

ItIilitary organizations, like the U.S. Army, traditionally are mission driven
entities and organizational success is paramount in all military endeavors. The
purpose of this research is to investigate the relationship between leadership
practices of military professionals and the characteristics of Seruant Leadership.
The specific research question is: "How do military professionals practice Servant
Leadership in the conduct of their lives as leaders?" The examination of this
question will further ground Servant Leadership as a tangible leadership model in
a large organization. This study will qualitatively examine four military
professionals through a series of interviews and determine what leader actions
they have taken that are derived from Servant Leadership.

V

TABLE OF CONTENTS
lntroduction

1

Servant Leadership Literature Review

..,'...'3

N/lilitary Leadership Literature Review.

.

servant and tvlilitary Leadership Literature Review..
Background of Study of Military professionats

,., ,.,, ..7

. ....12
..18

IVlilitary Professional Aaron Ames

22

l/ilitary Professional Brian Bailey.

40

l/ilitary Professional Cam Connor.

62

lVlilitary Professional Diane Dixon

84

Conclusions and Continued Learning

9B

Works Cited.

.....107

VI

"servant Leadership and the Military professional"

1.

lntroduction
One of the oddest things about an army is that when it isn't getting you
killed it works with enormous zeal to take care of you (s4)
Elizabeth Samet in So/dre r,s Heart

Aaron Ames, Brian Bailey, Cam Connor, and Diane Dixon are all military
professionals as part of their service in U.S. Army. IMilitary organizations, like
the
U.S' Army, traditionally are mission driven entities and organizational success is
paramount in all military endeavors. For the purposes of this paper, a military
professional is an individual who serves, or has served, in the U.S. Army for

a

period of ten years or more. This period of time meets several criteria. First, it
means a service member has spent more time in the military than the required
inltial recruitment commitment, which is typically five years. This length of service
provides exposure to, and experience in, a variety of organizational
circumstances such as training exercises and deployments. Secondly, this period
of time ensures the military professional has held multiple leadership roles and

thus has been subject to various leadership behaviors in his or her military
organization. Thirdly, this length of time ensures that the military professional has
attended multiple formalized leadership training opportunities like the Basjc
Officer Course, Advanced Officer Course, and Command and Staff College. The
final criterion is that the military professional with at least ten years of servjce has
served in multiple duty assignments within his or her assigned technical branch
of the U.S. Army providing multi-location experience and technical expertise.
1
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The purpose of this research is to investigate the relationship between
leadership practices of military professionals and the characteristics
of Servant

Leadership. The specific research question is: "How do military professionals
practice Servant Leadership in the conduct of their lives
as leaders?', The
examination of this question will further ground Servant Leadership
as a tangible
leadership model in a large organization. This study will qualitatively
examine
four military professionals through a series of interviews. The type
of leader,
leadership style, nor specific leadership experience of each military professional
subject was not considered by the investigator prior to conducting the series
of

interviews Examples of the tenets of Servant Leadership used will be those
formalized by Robert K. Greenleaf and further characterized by Larry
C. Spears.
ln addition, the constructs of Servant Leadership developed by Kathleen
Patterson, the principles described by James Hunter, the behaviors examined
by
Ann [VcGee Cooper, the practices described by Kent Keith, the pillars
defined by
Don Frick and James Sipe, and the attributes defined by Robert Russell
and A.
Gregory Stone will be examined during this research The conclusjons
of this
investigation will provide a better understanding of leadership theory
by
examining how and why military leaders conduct their lives as leaders when
faced with organizational leadership scenarios. A resultant understanding
of
Servant Leadership gained from the study of military professionals will assjst
leaders of any organization in enhancing leadership competency.
This paper proposes to investigate the relationship between leadership
models, characteristics, experiences, and behaviors of military professionals
wjth
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the tenets, characteristics, constructs, principles, and behaviors established in
the literature of Servant Leadership. Focusing on the military professional
provides a distinct mission-driven hierarchy organizational structure to formulate
various conclusions about the definition of Servant Leadership. The conclusions
of this investigation will provide a better understanding of leadership theory by

examining why leaders do what they do when faced with organizational
concerns, constraints, and commitments. The answers to these core questions
will further establish Servant Leadership as a viable leadership model. A
formalized understanding of the Servant Leadership model gained from the study
of the military professional assists leaders of any organization in enhancing
leadersh ip com petencies.

2. Servant

Leadership Literature Review

The formal study of Servant Leadership is limited to the last forty years
although the principles of which it is based are timeless. Robert Greenleaf
established the original framework for Servant Leadership out of his seminal

work The Servant as Leader. Greenleaf defines a Servant Leader as "servant

first... lt begins with the natural feeling that one wants to serve, to serve first."
(Greenleaf, 13).

Ihe Servant as Leaderessay

was the first of several writings on

Servant Leadership by Greenleaf. While Greenleaf did not define a Servant
Leadership model formally, his essay focused on specific tenets that are the
foundation for Servant Leadership. Greenleaf's Servant Leadership's main tenets
are acceptance, collaboration, trust, foresight, Iistening, empowerment, and the
ethical use of power.

3
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Several authors and scholars of leadership have examined Greenleaf's
original Servant Leadership premise. Each has attempted to further codify and
define the complex notion of Servant Leadership into various frameworks to
make it easier to understand and communicate. ln the most famous attempt at
formulating Servant Leadership, in lnsighls on Leadership, Larry Spears formally
identified ten main characteristics of the servant,leader: listening, empathy,
healing, awareness, persuasion, conceptualization, foresight, stewardship,
commitment to the growth of people, and building community (Spears, 4-7).
Spears creation of characteristics of Servant Leadership simplifies Greenleaf's
tenets into an understandable and conceptual framework for others to use.
Dr. Kathleen Patterson in her study of leadership further refined the
definition of Servant Leadership by stating that "servant-leaders are those who
serve with a focus on the followers, whereby the followers are the primary

concern and the organizational concerns are peripheral" (Dennis,601).
According to Patterson, the leader's point of focus on the followers is the key to
being a Servant Leader. Patterson earmarks seven constructs of a Servant
Leader including love, humility, altruism, vision, trust, service, and empowerment
(Patterson, 2).
ln his fictional depiction of Servant Leadership from the book The Seruant,
James Hunter develops his model of Servant Leadership on the foundation of
love. He states it is not a feeling of love but an action of love from the Bible that
the servant-leader shares. Hunter's principles of Servant Leadership are:

4
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patience, kindness, humility, respect, selfless, forgiveness, honesty, and
commitment (Hunter, 100).
Ann lt/cGee-Cooper and Gary Looper in The Essenfia/s of ServantLeadershrp compare the traditional heroic leader to the Servant Leader. Some
key aspects of heroic leader behaviors versus Servant Leader behaviors hlcGee-

Cooper and Looper describe are:
Traditional

der Behaviors

Servant Leader Behaviors

Achieve power
Speaks first
Controls lnformation
Assigns Blame
Relies on facts
Highly competitive
Uses politics for own gain
Exclusive humor

Serve others
Listens first
Shares information
Develops trust
Relies on intuition
Hig hly collaborative
ltflotivates others for group gain
Self deprecating humor
(t\tlcGee-Cooper, 3).

These behavior contradictions demonstrate key differences in traditional
leadership thought and the Servant Leadership ideal.
Dr. Kent Keith, the current Executive Director for the Greenleaf Center,
espouses eight key practices of Servant Leadership. ln his book The Case for
Servant Leadership he outlines these practices as self awareness, listening,
inverting the Ieader pyramid, developing colleagues, coaching instead of
controlling, unleashing the energy and intelligence of others, and foresight (Keith,
3s)

The Seven Pillars of Seruant Leadership is a 2009 book which defines
Servant Leader as a person of character, who puts people first, a skilled
communicator, a compassionate collaborator who has foresight, is a systems

5
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thinker and leads with moral authority (Frick, 4). This definition, co-authored by
Don ltil. Frick and James W. Sipe, i]lustrates qualities of leaders in organizations

that are servant based.
Robert F. Russell and A. Gregory Stone in the article, "A Review of
Servant Leadership Attributes: Developing a Practical Model" outline attlbutes of
a Servant Leadership model based on all the literature on the topic. The
attributes are vision, honesty, integrity, trust, service, modeling, pioneering,
appreciation of others, and empowerment. These attributes are an attempt by
Russell and Stone to "provide the basis for a model of servant leadership, which
in turn provides the structural foundation for research regarding the theory, as

well as direction for practical implementation" (Russell, 1s3).
Robert S. Dennis and lt/lihai Bocarnea wrote "Development of the Servant
Leadership Assessment lnstrument" in the Leade rship and Organizational
Development Journal in 2005. This articte describes the development of the
Servant Leadership Assessment lnstrument (SLAI). The SLAI used patterson's
constructs of love, humility, altrulsm, vision, trust, service, and empowerment and
developed construct validity "to define the underlying structures to measure the
concepts of Patterson's servant leadership theory" (Dennis, 612). This is the fjrst
of its kind quantitative testinq instrument in the developing research of Servant
Leadership.

J. A. Laub, as cited in a 2004 article in the Journal of Leadership and
Organizational Sfudies, summarized the core theme of Servant Leadership as
"practice of leadership that places the good of those led over the self-interest
of

6
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the leader" (Smith, 82). This central theme, which is easy to articulate but dif1cult
to execute, runs from Greenleaf through all studies of Servant Leadership.
Organizational goals, team progress, performance profit, meteoric metrics, and
shareholder value is not essential for true Servant Leadership. Tenets, principles,
constructs, habits, or behaviors are only ideas behind the ideal. The only test of
Servant Leadership that matters is the answer to the question Greenleaf posed in
his original writing on the topic:
Do those served grow as persons; do they, while being served, become

healthier, wiser, freer, more autonomous, more likely themselves to
become servants? (Greenleaf, 6).
This second part of Robert Greenleaf's test for true Servant Leadership is merely
a check to see if those in the greatest need get served as a result of any
intended leadership action. Does society overall improve as a result of those in
leadership positions? These core questions and ideals are the crux of Servant
Leadership

3. Military Leadership

Literature Review

ln contrast to the relative new development of Servant Leadership from
1970, the study of military leadership has a history that dates to the perceivable

beginning of time. tt/ilitary leadership literature includes philosophers like plato
and Aristotle, famous 20th century military leaders like George Patton, Dwight

Eisenhower, and modern day icons like Colin powell or H. Norman

Schwartzkopf. An examination of military leadership in a comprehensive way
virtually impossible and literally impractical to capture. Therefore, for the
purposes of this paper, an examination of military leadership in the U.S. Army
7
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through various author's concepts, and formal U.S. Army doctrine is the chosen
approach.
I\4ajor Christopher Kolenda as editor and author

of Leadership: A Warrior,s

Arl, cites basic leadership principles of trustworthiness, respect, caring, vision,
and interpersonal nature through ancient hlstorical examples of Xenophon, plato,
Aristotle and Cicero. A caring leader, in the ancient writing of Plato, is a human
caretaker while Xenophon portended that a leader demonstrates to those being
Iead that their welfare is at the forefront of the teader's mind (Farrell,lg). These

ancient writings "provide us a wealth of ideas about leadership that transcend
time and context. Their concept of leadership was personal' (25).
Beyond ancient writing on leadership are official military manuals on

leadership, A detailed examination of various military doctrinal manuals provides
a clear context of leadership from an official military perspective. A strong
foundation of military leadership appears in a variety of doctrinal documents
including U.S. Army official military doctrine espoused in field manuals.

The U.S. Army's keystone leadership text, FM 6-22, entiled Army
Leadership: Competent, Confident, and Agite provides official doctrinal language
of leadership for the U.S. Army. The U.S. Army's official definition of leadership
is "the process of influencing people by providing purpose, directron, and

motivation while operating to accomplish the mission and improving the
organization" (Headquarters, 1-2). The values of loyalty, duty, respect, selfless
service, honor, integrity and personal courage are foundational to Army

I
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Jeadership

(2-1)

The core competencies of a U.S. Army Ieader are leading,

communicating, creating, developing, preparing, and attaining results (2-T)

This U.S. Army official leadership manual, FM 22^100, which prescribes
direction on how to lead soldiers calls out several leadership characteristics
indentified In the literature of Servant Leadership. For example, active listening is
a direct leadership skill that is deemed necessary for communication between
leader and follower (Center for Army Leadership, 76). Another example is
empowerment as a direct leadership action. The U.S. Army doctrine identifjes
empowering people as "a tremendous statement of the trust you have in your
subordinates; it's one of the best ways to develop them as leaders" (gS). Yet
another example of a Servant Leader behavior is selfless service. The Army
defines selfless seruice as "doing what's right for nation, the Army, your
organization, and your people and putting these responsibilities above your own
interests" (26). A final example is the action on the characteristic of integrity.
lntegrity calls for "Army Ieaders to say what they mean and mean what they say."

(29) These specific characteristics espoused

by the official Ieadership manual of

the U.S. Army indicate that, at least on the surface, there is a connection
between military and Servant Leadership.
Leadership author Frances Hesselbein and retired General Eric Shinseki
wrote the book Be Know Do: Leadership the Army Way. One of the key
messages Hesselbein and Shinseki try to breakdown is the "stereotypical view of
military organizations, a few people at the top give commands, and everyone
down the line salutes and does what he or she is told" (Shinseki,

o

6). The authors
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suggest that "...even at the lowest level,you are a leader of leaders and that is
about as far from command and control as it gets..." (6). The authors' main
contention is that military leadership is not about command and control, but more
readily about trust, team work, listening, respect, and leading by example.
The leadership journal Leader to Leader had a special supplement edition
entitled Leader to Leader: Leadership Breakthrougfis at West Point. Captain
Douglas Crandall wrote an article "How We Treat Our Foot Soldiers". Crandall
further breaks down the stereotype of military leadership by stating that mititary
leaders "show that we care through a veritable barrage of unconventional,
heartfelt concern" (Crandall,21). Crandall goes on to write that "...great leaders
care because it is the right thing to do-for each individual and for the organization
as a whole..." (23). He concludes by saying that by truly caring "...you will make
a difference in the lives of those you lead..." (24). This article is a great summary
of the reality of grass roots leadership that takes place in the military.

Joseph Franklin's book Building Leaders the West Point Way: Ten
Principles from the Nation's Mosf Powertul Leadership Lab highlights principles

of leadership instilled into fledgling [eaders to be at the United States Military
Academy at West Point. These principles are duty, honor, faith, courage,
perseverance, confidence, approachability, adaptability, compassion, and vision.
The primary contention from Franklin is that Ieadership is a learned skill not a
born skill. He states that "...competent, even inspiring, leadership is within the
grasp of nearly everyone..." (Franklin, xii). These principles are the core of the
curriculum at West Point, the primary leadership development institution for

10
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1

officers of the U.S. Army, and allow leaders at every level through every
endeavor to succeed in leading their organizations.

ln his recent book Eisenhower on Leadershrp, Alan Axelrod recalls that
Dwight David Eisenhower as the Allied Commander during the invasion of
Europe faced tremendous Ieadership challenges balancing the most complex
international alliance in history. Axelrod writes Eisenhower had "...to implement
policy in ways that furthered rather than hindered the war effort. He had to
harmonize conflicting ideologies as well as conflicting personalities" ( Axelrod,
12)

As a leader, Eisenhower had distinct people-based leadership
characteristics he cultivated in those he led, He was "...weary of the little people
that spend their time worrying about promotions, personal prestige, prerogatives,
and so on, rather than forgetting everything in the desire to get on with the work."

(64) Eisenhower understood the business of leading in war was a people
business and he believed in picking bright people to serve

(32)

ln addition he

expected his subordinates to be humane in their leadership. ln a letter to a
senior general, Eisenhower implored the general "... don't be afraid to show
pleasant reaction in your contacts with your subordinates...'(147). This writing

on Eisenhower ls a clear example of a well known military leader, perhaps the
most influential in world history, using people centered principles to lead through
difficult and challenging circumstances.
While this literature review primarily focuses on leadership of the U.S.
Army, there is a pantheon of literature to examine for all military leadership

11
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information. Even with this limited examination, there is a strong foundation of
what leadership characteristics and behaviors are for military professionals from
a variety of sources.

4. Servant and tVlilitary Leadership

Literature

The Leadership Secrefs of Colin Powellby Oren Harari explains the
philosophy, style, and substance of Colin Powell's career as a leader. Since
Powell's leadership was developed as a military leader there are some key points
or "gems" as Harari calls them that Powell has established through his
experience as a leader. One of these gems is Powell's commltment to the
partnership of people. Powell treats those who work with him "...as partners who
will bring their experience and expertise to the table, and who will work with him
to achleve exceptional goals..." (Harari,137). Harari goes on to describe powell
as a servant leader by demonstrating one of his quotes and beliefs of "l am going

to fight for you. I am going to do everything I can to make your job easier" (13g).
Larry Spears and Michele Lawerance highlight Servant Leadership in

various organizations in the 2001 book Focus on Leadership. tn Focus, Rubeye
Howard Braye's essay Servant-Leadership: Leading in Today's Mititary, provides
a direct link between the military professional and Servant Leadership. Braye
cites General Peter Schoomaker as stating Servant Leadership is a great model
to replace the outmoded hierarchical structure of the military (Spears, 2gG).
Captain Stephan T. Shardy wrote an article for the U.S. Air Force entitled
"Foundational Qualities of Effective Leaders: A Different Perspective". ln this
article he states that the "... second attribute of great leaders is a seruant-like

12
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attitude..." Shardy goes on to say "The servant-leader gains the respect and
admiration of his people by treating them with compassion and understanding..."

(Shardy,4B2). While this example is not from the U.S. Army it is a clear
discussion of the need for Servant Leadership in the military and is one of the
few documented connections between the two leadership modets.
Doctoral student l\tlatthew P. Earnhardt used the Servant Leadership
Assessment lnstrument (SLAI) developed by Dennis and Bocarnea to measure
Servant Leadership constructs on 200 military members at a Department of
Defense facility in Colorado. Earnhardt had a military representative distribute
the confidential 45 question SLAI to a cross-sectional population of military
personnel. Each person had 20 minutes to complete the questionnaire
(Earnhardt, 7). This administration of the SLAI demonstrated a connection
between Servant Leadership and military personnel. Earnhardt thusly
summarized "...that the causal relationships proposed by Patterson were
supported...

" His study validated that the Patterson constructs of Servant

Leadership exist within the military context and postulates that gender, rank, and
military branch have no effect on the concepts used by leaders in a military
environment

(9).

This study by Earnhardt is a first and important attempt at

connecting Servant and tUilitary Leadership.
The most poignant and personal connection between military and Seruant
Leadership comes from a journal article in Compass written by retired Colonel
Scott Snook entitled "Be Know Do: Forming Character the West point Way",
Snook cites an essay written by his own son Sean while a cadet at West point.

13

Limberg, 14
Sean describes his development and transformation as a leader through cadet
basic training, also known as BEAST, in the following way:
Selfless Service became a way of life during those six weeks. No one
could have survived BEAST if they had thought of themselves. I made my
roommate's bed, cleaned rooms, and swept halls one night. lt was a
series of tedious duties that I did not personally benefit from. Frustration
and selfishness would have come to mind in my previously undeveloped
self. Instead, I was giving time and effort to others without thinklng about
it. lwouldn't even blink. lt had become natural to help others. This

summer I was taught that selfless service, a key Army value, was not only
necessary to be a competent leader, but also to be being a morally correct
person (Snook, 1B).

As an emerging leader, Sean displayed sharp insight in his essay as he wrote,,l
was giving time and effort to others without even thinking about it. I wouldn't even

blink' lt had become natural to help others." This idea of naturatly serving others
directly corresponds with Robert Greenleaf's original definition of Servant
Leadership of "... it begins with the natural feeling that one wants to serve, to
serve first."

The lack of literature available connecting the two leadership theories
provides ample incentive to examine these two concepts in more depth through
this study. Taking a qualitative approach in examining leadership behaviors and
beliefs of military professionals provides examples and information connecting
the two leader models. Undertaking a comprehensive study of military and
Servant Leadership together requires an examination of two questions. The first

14
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question is how can these two disparate leadership models be connected at all?
The second question is where do these two leadership models overlap?

A common perception for a military organization is that military leadership
is based on the formal rank structure and followers only comply with orders that
are barked and screamed from the highest rank to the lowest. In the article
"Mutations in America's Perceptions of lts Professional h/ilitary Leaders" from
Armed Forces & Society Journal, C. Robert Kemble states:
America's historical continuum of civil-military relations has been
persistently influenced by the evolving perceptions of its professional
military leaders. Image it seems often has weighed more than strictly
rational analysis, especially as propagated by opinion shapers whose vies
help sway national outlooks in histories, biographies, novels, journals,
various news outlets, political/governmental commentary and, more
recently, motion pictures and the Internet. (Kemble,29).

Kemble continued to cite an example of written perceptions of military
leaders stating "... progressive journals spoke of the repressive West Point or
Prussian idea of army caste." He further editorialized that "all militarists subvert
any humanitarian factors in their make-up" (36). ln addition, Kemble cites military

leaders'perceptions being made from Vietnam War movies such as Apocalypse
Now (1979) and Full Metal Jacket (1987) contributed to "...the image of the
unconscionable American military leader..." (37). While the Ieader-follower model
in the military does have a structured rank component, that is not the sole driving

force behind military leader-follower interactions.

1s
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The perception is that there is no connection between the two leadership

models It would be easy to dismiss that Servant Leadership could never work

in

a military organization. From this unblended perspective depicted below, the
standard pyramid leadership hierarchy of the military is in direct opposition to the
inverted pyramid leadership hierarchy proposed in Servant Leadership.
Leader

Followers

Servant
Leadership
Hierarchy
Pyramid

Military
Leadership
Hierarchy
Pyramid

Followers

Leader

While this hierarchy may be true on the surface, it begs the question of whether
this is true in reality. The reality of any complex organization whether military
lead or servant lead, is that the way it truly functions is neither of these pyramids.

There are aspects of both pyramids throughout any organization, but the
complexities of relationships, communications, culture, and other factors strongly
influence how people interact to accomplish any chosen mission.
ln order to answer the question of where the two models overlap,
dissecting the two models fully is required to identify the clear overlapping

connections. The clear connections between Military and Servant Leadership
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are apparent upon intensive investigation and while there are many areas of
overlap between the two theories, there are some clear connections worth further

examination. The specific connecting leadership characteristics between lVlilitary
and Servant Leadership to be examined in this paper are Trust, Respect,
Empathy, Caring, Selflessness, Listening, and Foresight. These characteristics
are people centered principles not organizational centered principles. These
cross-over connecting characteristics, demonstrated through the leader-follower
behaviors of the subjects in this study, demonstrate that there are distinct
aspects and actions of Servant Leadership occurring in military organizations.

17
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5.

Background

of

Study of Military Professionals

This study is a qualitative examination based on four military professionals
who meet the criteria of at least ten years in service, varied direct leadership
experience, and multiple assignments of duty stations. All of the subjects are
current or past officers in the U.S. Army. The information gathered and
described stems from a series of interviews discussing various leadership topics.
Topics included the subject's own experience as a leader, follower, or observer
of leaders throughout his or her military career. Each interview lasted between
one or two hours and was conducted over multiple sessions to provide analysis
and follow up questions between meetings. All of the information gathered is self
reported and any information in quotes is direct quotations taken during the
interview sequence. All names of subjects and others are pseudonyms for
privacy, but all other relevant information is unchanged as collected during the
study.

Aaron Ames is a husband and father of six, an active church member who
prays the rosary, former athlete and boxing coach. In 2006, Aaron deployed to
lraq for 15 months. He is a sixteen-year military officer, who would rather shoot a
Wilson basketball than an h/-16 rifle. However, Aaron bore the burden of being
away from his family and serving his nation without reservation because of an
overurhelming obligation to his soldiers and devotion to his fellow man. Aaron is
a West Point graduate and has a Master's degree from lndiana

University. His

military duty location assignments include Oklahoma, Georgia, New York,
Alaska, and lraq. Aaron currently lives in Kansas,
18
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Brian Bailey is a full time executive for a large corporation in [Vlinnesota.
He has a degree in telecommunications and also is a part time first lieutenant in

the U.S. Army Reserve. Brian is a twelve year veteran of the U. S. military. He
is a graduate of Penn State and recently completed his master's program in

business at Hamline University. Brian, as part of his diversified military career,
currently serves in the Army, but formerly served in the U.S. Air Force as a
munitions technician and the U.S. Navy as a pilot in training. Brian has been
stationed in ltaly, Kosovo, Florida, Texas, and Wisconsin. Brian is single and
currently lives in the Twin Cities.
Cam Connor is a retired U.S. Army lieutenant colonel. Cam served in
multiple roles throughout his time in the Army including deploying to five armed

conflicts. Cam was assigned to numerous duty stations including Germany,
Egypt, lraq, Texas, Georgia, North Carolina, and California. Cam Connor is a
West Point graduate and had a twenty-six year career in the U.S. Army. Cam is
a president for a construction and engineering company in [Minnesota and one of
his chief roles as president is oversight for leadership development for his

company. He is married with two grown children.
Diane Dixon is an environmental and health professional in a technical
sense. While she is not a doctor or nurse, she is a lieutenant colonel and serves
as a medical service officer in the U.S. Army. Diane is also a West Point

graduate, has a master's degree from Johns Hopkins, and has been in the Army
for sixteen years. She has served in a variety of technical leadership positions in
Kansas, Texas, tvlaryland, Virginia, Florida, and Kuwait" Diane visited soldiers
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living and working in areas throughout the countries of Iraq, Afghanistan, and
Qatar to document health conditions and provide guidance on the health of
deployed soldiers. She is the mother of a grown daughter and married to an
officer in the U.S. h/larines and currently lives in Tampa, Florida.
The four subjects of this research study have consistent experiences of
leadership, education, training, and duty locations commensurate with a typical
military professionaJ with ten or more years served in the U.S. military. All of
them are officers and all have moved multiple times for their respective military
careers. All of the subjects are college graduates with Master's degrees. Three
subjects are West Point graduates, one is a reserve officer, and all four have
deployed orwill deploy to support the wars in lraq and Afghanistan. All of them
have been assigned multiple positions where they have been directly responsible
for people other than themselves. None of them are subject matter experts on
Servant Leadership, yet all of them have had formal training in military

leadership. None of the subjects worked together in the military, nor do they
know one another.
The subjects also have various backgrounds including specialty branch,
levels of command, number of people they have been responsible for, and
frequency and location of combat deployments. One is a woman, another has
served in U.S. Army, U.S. Navy, and U.S. Air Force, one achieved a selective
level of command in the Army, while another was passed over for promotion.
The similarity and the differences of the subjects provide a foundation for
examination on the topic of leadershlp in generat and more specifically a
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comparison between Servant and t\4ilitary Leadership. While this study provides
anecdotal and experiential illustrations of leadership situations in the U.S. Army,
it is by no means an all inclusive study in military leadership. This study does,

however, provide enough examples to make tentative conclusions and
recommendations for further study.
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"What can we do ta fill his cLtp?,,
Aaron Ames is easy going and unassuming. lf he did not share his
military work history you might think he was a high school teacher or an
insurance salesman. He is thin but not skinny and athletic but not muscle bound"
ln fifteen years in the U.S. Army he lists his varied and busy work history in a
matter of fact and downplayed manner, "l graduated in 1992 from the United
States Military Academy at West Point and my first duty station was at Fort
Benning, Georgia in the 4th battalion 41*tfield artiltery regiment in the 24th lnfantry
Division. I had a couple of different jobs where I did I have leadership
opportunities. tVly first job was in 1993 as a company fire support officer and that
group of guys was about six or seven. I was leading that team and I had a senior
NCO (non-commissioned officer), an EG (rank designator of enlisted level six
also known as a staff sergeant). He was my right hand man and we had a group
of guys who specialized in calling fire support for an infantry company, which
means we called in indirect fire or artillery. I did that job for about a year and a
half then I went on in that same unit as a platoon leader. I was assigned a
platoon of men. This included four mechanized howitzers which provide indirect
fire. We had between 35 and 40 soldiers which I led. That was a very enjoyable
leadership experience. lt involved lots of equipment and lots of people. One of

the big challenges in that job was making sure that we were safe in what we did,
because some of the action that we had was firing live rounds in close proximity
of friendly troops and making sure we did that safely. The platoon leader job was

a year and half then I left for Fort Sill."
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Aaron disarmingly continues, "My next job was not a direct leadership job
as assistant 53, or operations officer for the same unit. Then from there I went on
to schooling in the Army. I completed my advanced course in field artillery at Fort
Sill and I was there about six months. From there, I took command right away.

I

had a direct a leadership position of an organization at the training center. The
challenge of that job was being in charge of a number of drill sergeants, or senior
NCOs, who trained the soldiers. Thene were probably eight to ten drill sergeants
underneath me. Typically we had a large number of soldiers. We always had a
minimum of 200 new soldiers and the highest number was 400 soldiers at the
peak of the summer training cycle. The drill sergeants that worked for me were
challenged to mold these new guys into soldiers and the second parl of that
training was to ensure the new soldiers knew their military occupation specialty."
Aaron discusses his experience as instructor in the military as a unique
leadership experience, "From there lwent to teach new lieutenants at the officer
basic course as field artillery instructor for 20 months. I taught the LTs fire
artillery skills like I did as an officer in my military unit at Fort Benning. Then

I

went to the United States lUilitary Academy as an instructor in the Department of
Physical Education. Neither of these were traditional leadership positions, but in
my opinion, an interesting way to lead individuals as an instructor. What I mean
by that is, I was assigned a number of cadets or lieutenants and my mission and
my goal was to fulfill a unique requirement to teach these young people in an

educational setting as an instructor. That was very interesting because I got to
really see the changes from the first day of class until the last day in these young
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men and sometimes young women. My instruction changed their behavior in the
area I was teaching them. I got to do that for three years at the military
academy.

"

After rattling off that history Aaron almost forgets that he deployed to a
combat area for over a year, "After that I changed up my duties in the Army in
terms of what I did, lwent to the public affairs functional area. There I became a
public affairs officer for a brigade sized organization. That is what I have done
military wise since tVlay 1992 until 2008. That is about fifteen years. That covers it

except I was deployed to lraq for fourteen months as a public affairs officer for a
brigade combat team. ldid have a small group of guys; three guys who worked
for me. I had a senior public affairs NCO who was my right hand man. One guy
was a broadcast journalist and used a digital camera to tell the combat story. The
other guy was a print journalist who used words to tell the story. That is it."
Aaron describes some key dimensions of his leadership philosophy by
listing out what he thinks is important to do as a leader. "When I think of

leadership one of the big things for me as a leader is ensuring that when I walk
into a job, I deserve to be there and prove it. That is the challenge of a young
leader. I saw this as a lieutenant. lwould go into a job and I would lead these
guys but I had never done the job. I learned all this stuff, but I went to school for it
at field artillery school. I trained all that time as a fire support officer, The

challenge was to establish myself in the job to make sure the young soldiers, and
more importantly the Senior NCOs, could believe in me as a leader. I would
probably say the younger soldiers had done their respective jobs a couple years
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and some of the senior guys had been doing it five or more years. So I am
putting myself in that leadership position over experienced soldiers and nothing
to show otherthan I have the rank." This leadership situation is common in the
military and often young leaders struggle to become experts in a team of experts.
Aaron had to overcome this dilemma early on as a lieutenant.
ldentifying the things he had to overcome to be a leader, Aaron continues
with the challenges he faced, "My first challenge was to step in there and say that
this young person that I am leading expects me to do well as his leader. That for
me was the biggest challenge. lt is funny how the army does this, the first thing

that I know they looked at was my appearance which is simply looking correct

in

the right uniform. More important to me was my level of physical fitness and
making sure they saw me perform right away in physical training (PT). That is
one of the first times they saw me and how I performed physically in running,
push-ups, pull-ups, and sit-ups. I wanted to look, act, and know that I was
supposed to be their leader and that was hard to do. I learned all this stuff as a
young lieutenant at the field artillery school and West Point obviously."
One key thing Aaron focused on was to treat others with respect and be
willing to do what his soldiers had to do in order to earn their respect, "l wanted to
be an example of what "right" looks like how it is supposed to be done; of how
you act and how you are supposed to treat other people. I really tried to be as
hands on as I could with the people that I lead. Being able to do their job if
necessary, and really be able to do what they do. That was really imporlant to me
as a leader."
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Aaron also demonstrated respect for his soldiers by valuing their time. He
said, "l made a great effort to not waste their time. This is how I valued my

soldiers'time. I didn't want to waste it. lt could be something as little as

a

formation or PT. lf we are going to have PT, let's make sure it is good and not a
waste of time. That was important to me and I saw other places in the Army that
leaders would waste soldiers' time. I don't like that and I think soldiers
appreciate

it. "

A leadership experience Aaron had in lraq details when he had to trust
someone he did not know very well but he needed to accomplish the important
tasks at hand. Aaron conveys this situation, "ln lraq, lwas very clear in dealing
with an interpreter I had on my team as a public affairs officer. He was an lraqi
national interpreter who lived with us on the fonrvard operating base" But he was
allowed to go home on his days off to see his family every once and awhile.

I

would let him go home to be with his family more often than others would
because lwould feel for him. He was living through challenges that lwasn't
because he had to face that his family was in danger because we were at war.
He would encounter family situations that were dangerous and I had to have

empathy for him. ! think you have to have that in our line of work to keep your
head on and help people reach their potential."
Aaron goes on to share how he had to develop trust with that lraqi citizen,
"ln developing trust, there are pressing results in our line of work that if you don't
do something right it could end up not being safe or someone could die. Trust
contributes to this. One example is the lraqi national who lived with us. There
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were media in lraq that the Iraqi interpreter had to meet. He had to go on his
own to find this information and I trusted and expected him to do that. Because of
the danger of him being seen as an American sympathizer it was difficult for him
to do that. However, he had proven already that he was diligent in what he did
and he had shown trust in other requirements he had and I trusted him in this

case. This was a big deal and he had to find out what the media outlet in lraq
needed from my boss and I needed to find this out and I trusted this lraqi to do it
right."

Aaron took other steps to demonstrate to his soldiers he was willing to do
whatever he was asking his soldiers to do by leading by example. Aaron shared,

"ln my leadership I always want to go that extra step in terms of what I tried to do
to be a leader. I wanted to let my guys know that I would go an extra step to do
my job better. I would do extra stuff to get better. I think it was necessary to show

my soldiers that I was doing more than was required as an example. Whether
that was in PT or learning the techniques of going to the range and qualifying in
my weapon, I would always put in extra time and extra effort to exceed the
minimum."

Aaron tried to get to know his soldiers and establish a personal
relationship with them. He would do what it took to make those relationships
happen, "l also, wanted to be able to relate to them and get to know them.

I

always tried to get to know them as people. I would spend a lot of time doing

that. We would do a lot of things together, like in PT we would do sports together.
We interacted in that informal way, I got to know them. Another thing, I let them
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know me as well. A lot of different guys woutd go in and be aloof and didn't even
talk to the soldiers. I went the other way and made sure they knew who I was. It
made me sense to me to get to know them beyond work and for them to know
me, so I would share stuff with them like about my family and what I did outside
of work and stuff like that. lt worked for me."

Aaron, in summarizing his actions as a leader, touches on one key aspect
of Servant Leadership and that is getting those that are being led to grow and
reach their potential. Aaron describes this aspect of his leadership, "First, I would
step off in the right direction to show what'right'looked like. Second, lwould get
to know them. Third, Iet them work to their full potential and not undercut them in
terms of growth My hope was to always let them reach their potential. I would
want each of them to reach their potential and I would work with them to set clear
expectations and let them go beyond what the expectations were. lf they had the
capacity to do that, I think you really can flatten people's potential if you don't do
that."

Aaron describes an instance where he helped one of his soldiers reach his

potential. He relays this story, "When I was a company fire support officer, as a
second lieutenant, I had a team of four or five guys, and in my armored vehicle

I

had my NCO and another soldier who was the driver. This driver had his job and
that is all did. His job was to do the duties of the driver, taking care of the vehicle,
getting us from point A to point B, getting all the equipment ready, stuff like that.
But I would always look for other things he could do. For some people their cup is
already full, but for this kld I had, he handled his duties pretty easily. What could
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we do to fill his cup? So I worked with his supervisor to find things to fill his cup
up to capacity. ln his case, he could change up with senior people to do some

more advanced things in his military specialty. He was so good and he could
handle

it. I would send him, Derek

Torres was his name, out there to try and fill

his cup up. He could go out with senior people to learn other skills and
experience, I think of him meeting his potential and making him a better soldier in
his job. lt depends on the individual, but people get stuck in a job and miss

opportunities to develop more if people aren't looking out for them to reach their
potential. I tried to do that with Torres."
Aaron describes how he learned about his view of leadership from
observing others acting as leaders. He conveyed this by saying, "As far as
learning about leadership, I learned a lot at as a cadet atWest Point from upperclass leaders who were willing to get down in the trenches by doing things with

you. I learned from guys who would show me how to do things and not just tell
me how to do things. lt was very motivating to me for leaders to be down in the
trenches with me whether it was in the classroom or on the football fleld or
wherever. A leader who is willing to lead by example was very important to me."
Aaron describes a key leadership example in his own life, "l had a team
coach and trainer at Forl Benning, who would get in the boxing ring and try to
show me what I needed to do to get better. He would do everything we did and
he didn't need to do that because he was the coach, but he would experience
everything we did and he did it with energy and motivation. He taught me,
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through his experience, and he taught me to lead by example. as an experienced
boxer, He showed people what he meant and what he said by doing it."
When Aaron was a captain he met the most memorable leader he learned
from, his battalion commander Colonel Russ Corsey. Aaron, through Colonel
Corsey, learned about getting to know people as a leader and leading by

example. He describes this influential leader vividly, "The leader I admire the
most is my battalion commander Russ Corsey and the way he led had a big
impact on me. He was a person who got to know the people in his organization.
When new people arrived in the organization one thing he did was he would take
individuals out on runs to spend time with them. As I said before, running and PT
in the Army was important and Colonel Corsey thought it was important. He was

a marathon runner and he would go, just you and him, on a long run for an hour
or hour and a half and he would just talk to you about you. He would want to
know about you. He did this in the first couple weeks after you arrived and he did
that with pretty much everyone. And I admired the way he did that. He took the
time and it was a great way for him to see you and learn about you. lt said a lot
about him, by trying to find out about me. I liked his style of being very positive,
he was always upbeat and happy guy. He was always so happy. He always had

a good thing to say. Always supportive of what you were doing at work or out of

work. He was a very good man. He was a positive and supportive person who
led by example. He enjoyed what he did and he showed it. He was always there
to observe and share as part of the organization. He didn't stand back and stay
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away as some Ieaders do. He had a strong faith and he shared that openly which
I appreciated about him. He let us know him personally by expressing his faith."

Aaron continues to describe specific actions Colonel Corsey took as a
leader to be involved and engaged in the organization he led. Aaron stated, "We
need to do get the job done and a good leader should always be there, whether
that is out in the field or on the range. The person who is leading is there when
things need to get done. When I was a battery commander, my battalion
commander Colonel Corsey was there when we were out doing tough stuff. He
would show up at the range or physical training and be present in whatever the
organization was doing that was important. Not In a showy way, but he was there
to let me know he was interested in what was going on in my organization and he
would support whatever needed to be done. He was present. He was there on
the ground when things were happening."
Aaron calls out specifically how this influential leader in his life
demonstrated humility and did not get caught up in his own rank and bravado. He
also showed empathy for those he led. Aaron stated, "Colonel Corsey was
someone who showed humility. He always talked with us by approaching things
about when he was a junior officer rank and what he did, good or bad. He would

share things about his own experience. By being there, he could appreciate our
challenge and see things from our level. He would spend time finding out what
we were facing. We felt it and heard it in the way he talked with us and how he

looked at things; not only as the commander and leader of the organization, but
also by approaching it through the eyes of a lower level leader. Having empathy
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is feeling what others feel and knowing where they are coming from, and that is

what Colonel Corsey did as a leader."
Aaron concludes his description of his leadership role model by stating
that he was a good listener and therefore a good leader. Aaron characterizes
Colonel Corsey, "He was always approachable, always positive. He was
emotional but didn't let his emotions bring him down in any kind of way. When he
was upset about something he would let you know, but not in a way that made
the situation worse. He was a good speaker and communicator. He was a better
listener. He used this skill to communicate better. He could communicate in a
way that was clear and we knew what had to be done to get the job done. He
had a sense of humor and allowed himself to laugh and be laughed at when
appropriate. He was very good at what he did and if he didn't know something he
would try to learn and put in the time and effort it took to learn."
Aaron encountered negative examples of leadership in his experience as
well. He used this as a learning point of how not to behave as a leader. Aaron
describes one of the negative Ieaders in his career, "One of the worst leaders

I

had was one who let events dictate to get him to act adversely and negatively.

During our deployment to lraq, he was a senior leader in the organization and
had lots of experience in the Army. When things go wrong, I can see people
getting down and getting pissed off. As things get bad I expect a leader to be
above that and provide a positive outlook. He should invigorate us and help us
pick ourselves up. However, this poor Jeader let his emotions get the best of him.

A person of his experience and rank, lwould expect him to help us through this
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negative situation, but he let things negatively affect him and he would get caught
up in the negative attitude. He would yell and scream, full of emotions. This
created a situation where, as a leader, he made things worse and it had a huge
affect on the organization. This created a situation where no one would
approach him with anything and they wouldn't take any risks because they were
worried about how he would react negatively. lt shut the organization down
functionally and was not how it should have been led. Times were tough and we
did not have the leader to get us out of there."

Aaron had several disagreements with this particular Ieader and as a
result he did not get a positive officer performance evaluation report and was
subsequently passed over for promotion. Aaron reluctantly reflected "Yeah, he
and I did not get along. I disagreed with him and it cost me my position and a
promotion, but I did what I thoughtwas right and stood up for the soldiers."

Aaron portrayed other leaders who relied on their rank and lost touch with
where they had come from to get to the mantle of leadership, "l had some
Ieaders who never demonstrated humility. I have had leadership who tooked

down on you and always felt they were above you and not just in rank. They lost
touch with the fact that they used to be there too. They had expectations and all
that good stuff, but I have had leaders who forgot what it was like to be a junior
leader or a soldier. lt was evident in how they acted with us. Not talking to us
and just telling us what to do with no reason."

Aaron highlighted his own actions as a leader by how he approached
teaching boxing as an instructor at West Point. Aaron considered each student of
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his as an individual first and boxer second, "l especially felt empathy for my

cadets. lt was easy to approach them. I knew that they had other things tugging
at them and other things going on. They had challenges other than school work,

maybe in their personal life, and I would try as an instructor and leader to
understand that. That has an impact on how I approach people. They all have
their own little story and own history and that impacts the organization and how
they perform. Who they are impacts how they react in how you treat them.

I

would definitely think about that as an instructor."
Boxing for men, and combatives for women, is a required course to

graduate from West Point. Aaron as an instructor details the unique challenge of
teaching boxing to cadets, "The biggest thing consistently in the classroom at the
military academy is you get a group of young college age students who are doing
something that many of them had not done, but they have to do it. They have to
learn how to box and fight and they might not like it, they might not be well suited
for it, but I would have to lead them to accomplish this difficult task multiple times.
I would always have one or two or three individuals who did

notwant to be there.

They did not want to do this activity or reach the ends of what we wanted to
accomplish. Each learner in the class I had a goal to have them apply the skills

I

taught them. Each situation was difficult in an environment of boxing and the
competition of boxing. lt was a unique challenge, but these students had to do it.
Depending on the individual, I would teach each differently."
Aaron, as a leader in his classroom, indicates what he was trying to teach
each of his cadets. "The essence of what I was teaching in the boxing class, and
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what we had to do at West Point was to do something that was a challenge and
uncomfortable for individuals in that physical pain was involved. This pushed
them to do something that was challenging physically and mentally. Getting them
out of their box into something that they are not used to, and applying what we
would teach them. Getting people who dld not have the willingness to do it, and
get them to do it to a level that was necessary. I couldn't put my finger on it right
away, but courage is what I was looking for. lt is a class about courage. At least,
for most of the people who took the class it was about courage. Courage is the
essence of the class especially for those who haven't had the experience of
being in a fight before and facing that physical discomfort."
Aaron discusses his approach with the least talented or least courageous
students in each class. "There was probably one or two guys per semester that

I

think of who did not have the tools or the personality to be part of the class. The
skill I was teaching them was to get through pain. That is a strong act to teach,
getting struck in the face in the application of boxing. Some things I did were try
to instill a little bit of confidence by testing them at a skill level that they were
comfortable with. I would try to teach some specific skills like keeping their hands
up defensively in boxing. I would work with them individually by finding a
comparable paftner to see whatworked. That helped because they knew I would
take the time to show them myself what he would need to do to get better."
Aaron used his own experience and intuition as a leader to help those who
needed it the most. He used foresight as a leader to help those who might

struggle. Aaron naturally shared his means of doing this, "l would identify these
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guys who would struggle as it was real evident to me. I would go back to my
experiences as a boxer myself and it made a lot of sense for me in these
classes. I would want someone who has led me to have done what I needed to

do I could easily pick these guys

out through their athleticism or lack of it. I could

pick them out before we even began the hitting sessions in the class. I could pick

them out by the drills we did. I could start seeing the guys who were having

a

hard time. Not any of them ever asked for extra help because ego-wise they

would not want to do that, but I could easily pick them out. Some of the guys
showed they didn't like it by turning their heads and not being engaged in the

drills.

It was pretty straight fonrvard in my opinion and I could indicate easily who

would need assistance."
Aaron recounts the gingerly manner by which he singled out those he
identified as needing help and his willingness to work with them individually, "l
would be up front with them and say to them, 'l will do this with you. Let's
approach this thing together' and be very open with them. I would try to look at
things out of their eyes. I would put myself in that person's place. I would try to
see how lwould be if lwas them. !would say'Cadet Smith, I can see you
haven't done this before. Let's work on this together'. I did not want it to be a
demeaning thing for them. lwould not motivate them by saying'Why aren't you
being a man and blah blah blah'. lwould approach them by saying 'Let's work
together so you can get the expectation I have as an instructor.' I would match
them up with the right skill level partner and see if that worked better."
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Aaron used listening to achieve a bond and understanding with each of his

students. He relates how crltical it was to leading them, "lf you don't listen to
your guys, you don't learn. And if you do listen you can learn a lot about them.
Then I could find out something as simple as guys are involved in other things
like academics or sports and make sure they did well and not do anything that
would adversely affect them in my class and that would prevent them from being
successful in their other things. A couple guys were on the soccer team or
football team and I would listen to their concerns to make sure I did not
negatively impact them in their lives. This was not a requirement for me, but
listening to them was the right thing to understand where they were coming from
to support them, in my opinion that was important."
Aaron was always ready to and willing to do what it took to assist and
teach his cadets successfully. Even though he was not required to, he would
selflessly get in the boxing ring with students and go through exactly what they
were going through. Aaron described, "As part of a graded event with a partner
there was a demonstration that I would try to show them by acting as a partner
on occasion by showing them and taking punches myself to show them that
overcoming that fear of pain is something that could be done. lt was unique, but

I

would show them by doing what they had to do. This gave them a lot of
confidence because they thought as young guys 'Hey this old frlajor is doing this.
I can do this too'. That approached worked for me. I would work with them myself

and see how they performed and if they got better. I did not want to make them
feel like outcasts, so I would work with the good boxers as well, so no one would

37

Limberg, 38
feel singled out, so they wouldn't think that I worked only with the guys who suck.
That wasn't how I went after it and that is how it is. Everyone is a unique person
and you have to work with each individual because everyone brings something to
the group. The Army does not always look at things that way but I took that
approach to help those individuals."
Aaron would often sacrifice his own time to help his cadets succeed in the
boxing ring. "There were times when, as an instructor, I would meet up with
students who were struggling. I would meet them anytime they had available so
we could work through drills to help them get better. I would give up my time at
night and on weekends and be open to them so they could get better. This was
also done with guys who were on the boxing team and lwould work with them
because it was something that would help them reach their potential and

I

thought it would be good for them."
Getting people to reach their potential, demonstrate courage, and succeed
is what Aaron Ames did in that boxing classroom as a leader. This is clear

demonstration of his leadership. Aaron talked about his results after three years
of teaching over 300 cadets, "l never had anyone fail. There may have been one
or two in other classes but not in my class. I always made it work for them.

There were guys who squeaked by, but I didn't fail anyone. I never lead a class
who failed. There have been people who failed but not on my class Even the
guys who were good, you could always try to get more out of them by having

them see what they could do to help out theirfellow classmates. Pairing them up
to help other people out, lf they were good, I would see if they could further their
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potential by inviting them to join the boxing team to see if they could compete
with others who were as good or better. There were always ways to challenge
them in this to help them reach their potential."
Whether as a boxing instructor, a fire support officer, battery commander,
or public affairs officer, Aaron in his description of leadership situations he faced
and lived in his military career demonstrates several characteristics of Servant

Leadership. Trusting an lraqi national, building relationships with his soldiers,
using foresight to identify those who would struggle in the boxing ring and having

empathy for them, respecting others time and talent, listening to get to know his
soldiers, and selflessly leading by example by being willing to share sacrifices
required to get the job done and standing up for what he believes in are all core
to who Aaron Ames

is. As a leader he helped others grow as he consistenly

strived to help them reach their potential and "fill their cups".
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"We are on a journey togethef'

Brian Bailey is a first lieutenant in the U.S. Army Reserues and has been
in the military for twelve years. He has served in the U.S. Air Force, the U.S.

Navy, and now the U.S. Army Reserves" He is in his early thirties, unmarried,
and very open about his career path not being the typical one for a military
professional, having served in three branches of service. This unique career
path has provided ample opportunity to witness and participate in various
leadership scenarios around the world. Brian has dark hair and dark eyes and is
intense in his manner and tone, as you might expectfrom a military professional.
With a stern look on his chiseled face he describes his background starting with
his education. "l have a Bachelor's in telecommunications from Penn State. As

far as formal education, I am currently enrolled at Hamline University in the [nBA
program. I have been through munitions school. lwent to a level five school in
the air force for leadership for sergeants and above, even though I did not go for
E5 [enlisted rank ]evel fivel at the time. ln the Navy, lwent through OCS [Officer

Candidate School], some leadership courses in the Navy, and in aviation lwent
to half of flight school primary then advanced flight school in the Navy, In the
Army, l've been to the basic leadership course and I attended an Army transition
course. lam leaving in shortly to go to my branch specialty course which is
military intelligence. I am currently in the Army Reserve. At this point in time,

I

just transitioned over. Right now I am an intelligence officer for a headquarters
etement for the 13th Psychological Operations Battalion and prior to that I was the

officer in charge for the detachment. I have not been deployed to lraq yet. I did
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short deployments as there were always forward deployed units in ltaly and
Kosovo and that was pretty much it. I am scheduled to leave but have not been
to Afghanistan or lraq yet."

Brian goes on to catalog where he has served around the world. "Kadena

Air Base in Japan, that is when I went to ltaly for three or four months.

I

supported the planes that flew out of Aviano, ltaly into Kosovo. Then I went to
Guam, I went to schools between there, Pensacola then Corpus Christi. I have
been to Fort Bragg, Fort Sill and Fort McCoy."
Brian charts his time in the various services with distinct levels of fondness
and enjoyment. "l was in the U.S. Air Force four years as an enlisted. You know
I loved it. lt was great. Being young, living overseas, experiencing so many

different cultures and different people was great. I went to school part time at
night. I took advantage of that when I was in, but I thought it was great. There
were times where it was crappy being an E1 and literally scrubbing out the toilets
and sweeping up and all that garbage. That was not that fun. Over all, I look back
on those four years as a great time. A lot of growing up and a lot of growth.
Overall a positive experience".
Contrast that positive experience in the U.S. Air Force with his time thus
far in the U.S Army and there is no comparison. Brian provides a laundry list of
leadership mindsets and philosophies he does like by stating negatively, "l don't
like what I have seen a lot in the Army especially just because you have been

around forever, you can pretty much be guaranteed progression to succeed
without really demonstrating lot of the quallties that you need as a leader. There
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is a lack of selectivity because a lot of the leaders they have just have gotten

there because they have hung on. I don't like that but lthink the army is getting
better at it. The inability to act and change is a constant old school mentality. We
do things the same way. We have done it years and years and this is how we
have always done it. Risk life, limb, insanity and we are going to do it this way. lt
lacks vision and flexibility. ln a modern military, yes, you need discipline and you
need people to be on the same page with the direction you are going in. But
these archaic methods that we do things just blow me away. lt is just the
bureaucracy of how things move across the government. lt just pisses me off to
no end. I see a lack of commitment and I see people who want to be there to just
collect a paycheck. I see people who are too lazy to make it in the real world
where they would get fired. They can hang out and hide out in the Army for
twenty years. The lack of accountability is amazing for some of them anyway."
Pressed for a specific example of poor leadership, Brian readily shares
one from his current U.S. Army assignment. "Our current operations officer is a

major and is lazy and leads by sltting in his chair and yelling out his door. He tries
to connect with people but it is so awkward and weird because you only see the
guy once a month and you don't talk to him again. He will never give you a call
and the same thing for our commander right now. He is so disconnected he
probably doesn't even knowwho I am. lt is really off putting in the reserves
compared to my time in the Air Force. lt really pisses me off. He puts in his time
and he isn't going anywhere and it is unimpressive. He has never taken five
minutes to talk with me to find out who I am. There is a carousel of people that
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come and go and no relationships are built and no one really gives a shit. There
are all kinds of leaders in the military that I don't want to be Iike and it keeps me
in because I want to be the leaders they aren't. It goes back to an old school
mentality of what a leader should be like and I don't see it in my wortd of the
military right now."
He reflects on his experience in all the services by coming away with a

clear sense of who he is as a person and as a Ieader. He said, "You learn a lot
of what you don't like. For example, there are always consequences that ensue

from your decisions. Even though I thought it was a good decision at the time, it
sometimes turns out not so great. You get to see so many schools of thought of
leadership in the Army, Navy and Air Force; they all lead a little different. Not
totally different. Some people have the strict military mentality. There are people
in the Navy that should be in the Army and there are people in the Army that

should be in the Air Force and some people can't be led. ! mean in certain terms
the Air Force leads like a corporation. It is kind of Iike a corporation. lt is not
better or worse, it is just what works for you. Some people need that type
(corporate style) of leadership to be successful, neither is better or worse. I think
the Air Force fit me better. I am not the 'mister hard ass' all the time. I can't quite
function like that, I will if I have to, but there are guys in the Army that are totally
cool and laid back, whatever. Yeah I think I am a fit, what I remember from the

Air Force I fit the best."
Brian is used to and thrives on change. "Part of why I am so diverse and
comfortable with moving from place to place is because I was raised [/lormon
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until Iwas 16. I went to a private lVlenonite high school, where the students
thought Mormons were a cult. I dealt with a lot of that. t grew up in a very
conservative area in Pennsylvania. My parents never gave me much. I have
always been very self sufficient. I have always had to work for everything I had.

I

am comfortable with change and different people n my life. Do I always like it?
No, but it is something I have always dealt with. change in my life." He goes on
to further describe himself by stating that "l am a little compulsive so that I always

try something different, something new. I always am crafting mysetf by getting all
this experience under my belt. Some people look at this as a positive and some
look at it as a negative like 'You can't stay committed to shit. Why don't you stay
committed?' lt is something I am trying to change by staying at my current civilian
job for three years because I think you can have a little too much change and get
kind of confused when you do it too much. That definitely ties in to my
background and my change in the military services""
Brian has lead people at different levels and recalls one of his first
leadership assignments in the U.S. Air Force. "ln the Air Force, as an E4, lhad
three direct reports. ! had three lower enlisted in the supply customer service
area you could call

it.

Basically our job was to put together the reports once a

week for the commander on the cycle counting and inventory itself and fixing any
discrepancies. Also, we managed the day to day issuing of work orders and
everything out of that area." Brian describes his first attempt at leadership as a
matter of happenstance, rather than one of immense preparation, "lt is tough to
say in the Air Force because I was young. I mean I think I lead more out of
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necessity than having some sort of theory. ttlaybe I did have a style and I didn't
even realize it."
Brian's time in the Navy and Army provided limited direct leadership
experience. He shares that experience, "tn the Navy, it was more limited being
an aviation student. For six months I was in charge of the student flight
administrative section for our squadron while lwas in transition. I had three
civilians I worked with there. So far in the Army, I have supervised and it varies
between five and eight lower enlisted and two more senior enlisted in the DET
[detachment] I was in charge of and in this current situation as the as the 52
[military intelligence staff position usually held by the rank of captain] I have three
direct reports. Highest number of direct reports is eight to ten. Lowest is about
three.

"

Learning about leadership from a variety of sources throughout his time in
the military has provided Brian with his own foundation of what a leader is and is
not supposed to do. He shares his experience this way, "l draw that from a
million leadership classes. lt is endless the amount of leadership styles that are
out there. ln my IVIBA class about leadership, there is not one person in particular
that I look at and say this guy is it. A lot of people use Dwight Eisenhower or
Teddy Roosevelt and I don't really do that. lpick and pull and chose from
everyone I come in contact with; things that I experience or read. I pattern it after
it all, there is no one person or thing in my life in particular that I can say where

Ieadership clicked in for me. I am always amazed at people that can say that.
wish I had a nice clean template to pattern my leadership
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Block, and Lea dership is a Gift, I have read some of those canned books you are
always supposed to read as a leader, Seyen Habits of Effective Leaders, by
Covey, and What Calor is Your Parachufe. I don't tend to read history about
leadership about great leaders. lt is more about periods of time and great leaders
involved with that. I guess if I had to look at any great leaders I have always been
amazed at leaders that came out of the 17th and 16th century. Knights have
always been developed with chivalry and service to country. Knights of the
Templar, even though they are extreme they are very inspiring as somebody that
sticks to their beliefs. I romanticize what it was like to be leader in those times
and how tough you had to be. That is so different than someone like
Schwartzkoff, leading in a different time period."
Brian is very open and aware of whom he is as a person. He states
emphatically, "l am very self reflective. I am introspective. I am always changing
and growing because I am always trying to learn from other people. I am always
watching what they do. I am always processing that against what I do. I am
constantly tweaking my style based on this and open to change. lt is a constant
process. There are things that will always stay there. They kind of fall in place
and I get locked in and now I have built my leadership style. As I continue there
are things that kind of flow in and out and you are making decisions always about

do I like that or not like that. Do I like this about a leader? Then I think as the
years go by you get to a point where you have built a solid foundation of

leadership. I have had to do it thatway. Some people are born with that ability to
adapt and I have had to work at it."
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Brian, as a junior enlisted airman in the U.S. Air Force, recalls his most
significant role model as a leader. This top quality leader for Brian demonstrated
qualities of caring, relationship building, leading by example, and foresight. Brian
quickly and fondly remembers, "A master sergeant in the Air Force, h/aster
Sergeant Tomingo, I will never forget his name; a great guy. He was probably
twenty years older than me, great physical condition, always kept himself in great
shape mentally, very intelligent, He was the kind of leader that took the time to
not only tell you what to do but helped you out in tough times. Many times he

would see I wasn't feeling right and he would pull me aside talk with me to make
sure it was going alright. He would ask me about my family and actually
remember or at least try to remember, at least the general details. The scope of
how he led, he was always thinking three steps ahead of what was going to

happen. I viewed him as a father figure and I respected him. He had a lot of great
characteristics. He was always there first in the morning and last one to leave. lf
anything had to be done on a weekend he would always come in with us. He was
a master sergeant, which is a pretty high rank, and he didn't have to do that stuff.
He lead by example. You could tell he was committed and he loved what he did.
He wanted to be there because he knew it was the right thing to do. He was the
person that I learned from and looked up to the most. lf I told him something that

was happening, like on a weekend orwith my family, he would always follow up
and remember. He would ask me how that thing on the weekend was that

I

participated in. He would say, 'l remember you told me your mom was sick', and
he would remember and check with me on how she was doing. tt was the details
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that he would remember that I could tell he was interested in me as a person.
There is a difference if you are talking to someone and you are just going through
the motions to find out to find out. The demeanor and the way he carried himself
and he offered to help me out when I needed it. He took time out of work after
work to help me with my own family."
Brian continued to describe in detail Master Sergeant Tomingo's
demonstration of foresight, "He could always see and he was always thinking
about the endstate. He had a great ability to see what was going to happen. He
would say 'Yeah we are going to go out and do this and this is what it is going to
look like in the end, so I am going to make plans to ensure we had workable
alternatives for any issues thatwould come up.'He always amazed me because
he was usually right about the outcome and he was just fonvard thinking."

Establishing relationships between leaders and followers is critica! to
Brian's belief as a leader. He believes, "For me, I try to do it by being a real
person and trying to make it show. My main issue, being prior enlisted, was

I

always hated the fact that someone, because of their title, thought they knew

everything. They would think and act Iike'l am your supervisor and I know
everything' and force you into thinking and believing they know everything. I try to
develop a relationship by showing them I am human too. ! try to engage them in
my thought process to a point, but there is a point where you have to tell them

what they have to do. Try to be open to listening to them and not just 'l tell you
what to do and you do it' type of relationship. Engage them on a real level."
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Continuing to expand on this line of thought around relationships in
leadership, Brian discusses the importance of being human, " They are important
as a follower because you are a human being and you need, and tthink as much
as people want to deny it, you need certain things out of a relationship even if it is
totally authoritative. For everyone it is a little different. For me, ljust need that to
feel like I live in a world of people and not of directives. lt doesn't need to always
be so'Huahl'[Army slang term for hard-charging] and hard core. lcan expand on
that more. I put myself in that situation and I don't want to work for a dick. I don't
want to work for someone who is not human. lwant to work for someone who
pushes me to be a better person who sets the example, it may be so hard core,
and so by the regulations, and set the example by being what you are supposed
to be. lthink being dynamic enough to serve both roles. I guess it you do have a
relationship with that person as a father figure or whatever and you want to
emulate them for a reason and it may be different for different people I want to
be viewed as not someone that is feared but someone that will act because you

want to make that person successful and do it for that person. You want to do
things to make them successful. I want to work for leaders like that. I want them

to be successful because it is an unselfish type of act. lt is an act of caring for
others and I thlnk that is different."
Brian continues to describe his own leadership philosophy as one of
constantly learning and as a journey. He readily admits, "l don't have anything
nailed down yet to give you straight out. I am into leading by example.
Relationship is important as I am leading as an authority figure. ! may or may not
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know more than you. But at the same time we are on a journey together, we are
moving through this mission or process and we are doing this together. lt is
mutual respect for each other. (Brian makes a motion with his hands to establish
different levels.) lt is not'l am here and you are down here.'You know where
am, I know where you are. I will do my best to guide you and lead you, but

I

I

won't tell you what to do. ! will not just tell you what to do. I am not into this
authoritative, top down management style. t want to know people and I want to
know who they are and how they make decisions they make. How can I work

with them as a leader to get where we need to go? Am I scared to be forceful or
be authoritative? No, absolutely, not at all. There are some people, that way is all
they lead by, that is all they know; especially in the military. I see that all the tjme.
That is the only way they know how to lead. I don't do well with people that lead
that way. At the same time you have people who flip flop and talk about this and
work through a process. I really strive to be a hybrid of this. That is so common
as a leader, you always change and grow."

Further defining what he means by taking a journey with someone, Brian
articulates, "So I guess what I meant by being on a journey is I think it is very
circumstantial if you are working with a group of people to an eventual outcome
that could be its own journey say if you want to reach that goal. You are on the
journey of completing that. There is also the general term of journey, as jn life,
kind of journey. The situation when I supervised someone we are both learning

something from each other. I think of that as your journey of life. You are always
learning something from someone no matter what relationship you have with

50

Limberg,

sl

them working with them no matter good or bad you are taking something from
them. That ls part of the whole journey."
Brian states that he struggles between being the leader he wants to be
and the leader that he actually

is.

He describes this friction that stems from fear

of showing weakness to those he is Ieading, "sometimes it is difficult for me to be
sympathetic and empathetic. Sometimes, like if someone is five minutes late,

t

don't always care. I want to just put the hammer down and teach them a life
lesson. Being sympathetic in the military is hard for me because no one ever
really gave me a break on time and sympathy. I think that ls pretty typical and
handed down, the lack of empathy and sympathy. lt is not ok to be like that and it
is interpreted as a weakness. Sometimes I really need to be a

litle more

understanding instead of smacking them down. I am a very principle based
person and I need to be more flexible."
The environment of the military is not always conducive to rectifying this
struggle because in many ways the leaders and the followers want it both ways.
Brian states, "ln the military, though, I haven't seen it be too effective because

I

swear a lot of these people they want both sides, I swear a lot of these people,
they want me to be authoritative and directive and the same time they want me to
be humble and understanding. There is no middle ground. I find that especially in
the enlisted and officer side there is always a gap."
He goes on to say that there is inherent confusion and disappointment in

military leadership styles. "lt is difficult. How do people not confuse sympathy
and empathy with weakness? You know being an officer that some military
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people will spend their time looking for your weakness. You get some senior
enlisted sensing you are weak and he will destroy you. lt is contrary for leaders in
the military to be sympathetic and empathetic because they haven't progressed
enough and it is debilitating. There are some leaders that are really good and the
style they chose works great for them. lt is great to get results and get the job

done. I have not found a lot of people that I come across that I want to emulate
totally. Unfortunately, I struggle to find leaders in the military that I am inspired by
and it is really sad."
Brian concludes his self description as a leader by stating, "sometimes

I

tend to be a bit inflexible and unconfident, that is how I view myself as a leader.

I

am still growing as a leader at this point of time. I allow my personal feelings to
be affected too much by other people who I lead... in other words, differentiating
something that needs to be done and how I present that task doesn't matter if
the point is still getting across, but I let their reaction influence me to a point
where it could be crippling. You know, gosh, lfeel like an idiot and didn't present
that right, I made a mistake that is visible. I made a right face instead of a left
face and I lost credibility with my guys. That kind of feeds into itself. As a leader,
am pretty strong until I have difficulties getting over these humps. I am strong
but not strong enough to overcome some mistakes and I let that affect me
sometimes. I know that I need to see past 'Joe' [Army jargon that means an
affectionate term for any enlisted soldier in the U.S. Armyl and what he thinks
about what I did but I let that happen sometimes."
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Brian cautiously cites an example of his coping with this fear of making a

mistake. He starts in, "l was giving a brief [formal military oral presentation] on

a

convoy to Fotl tt/lcCoy and I did a convoy brief. I did it based on how lthought it
should be done I did not really check the regulations. I talked to a couple
people. I gave the brief and I was very forth right about it and this is how it should
be done. lgot someone in the presentation who raised his hand and asked if

I

referenced such and such regulation and if I did, did I reallze you are telling us
this incorrectly. I felt super embarrassed and turned totally red. Like holy shitl

I

didn't think of that! I let that throw me and affect me. I think they could see that
weakness in me and that pissed me off. My idea of a true leader is not to lead
from weakness. ! want to be more of a person who is not viewed as weak rather

just didn't know to check that...you know what I mean? I think a leader somehow
would have been able to roll past that without letting that affect him and I let that
affect me."
Brian continues his discussion on how he tries to handle the dilemma
between weakness and empathy and being a leader by stating, "A lot of people
view leadership that way. So often that is viewed as weakness and that is really
tough to manage through. How do you show compassion and caring for
someone without letting them feel that you're weak? I am still learning that
weakness is not showing compassion and with a sense of humbleness. You are
humble to the people that take every day to come into work and work for you and
appreciate that and not really let them know it."
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Brian shared recent input he received from his superiors on his leadership
style that backs up this fear of weakness. He states, "The feedback I have
gotten is that as a leader that I do really well. People can tell when I get flustered
and that is my biggest weakness. An example would be on the convoy when

I

conducted the whole convoy to Fort McCoy, the feedback I got back from my
commander and first sergeant was 'You did a great job. You Iaid it all out. You
had all the tasks and everything planned right. Everything moved well, but there
were a couple instances where when things didn't work out you weren't able to
flow with that and you really let it slow you down. Your ability to react and move
quickly in situations like that is what you need to succeed in the future.'That [s
the most recent feedback I have gotten."
Brian knows what is important to him as leader and thinks if given the
chance he has the opportunity to demonstrate it. Brian as a leader and follower
strives to find characteristics such as genuine caring, building relationships,
integrity, and respect of those he follows and in how he leads. He says, "Being
genuine as a leader comes when people get to know me. That kind of comes
back to not trusting me and wondering where I am coming from. Usually when

those people take a couple minutes to l<now me they realize that it works out ok
but lots of time people don't give you that second chance and that is what I have
been battling. I admire someone that is true to their word and demonstrates
certain qualities like always being on time and saying what they are going to do
and following through with that. lt sounds really cliche but it is really important.
Not only tell me what to do, but be there to help me out and be willing to take the
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time if I don't get something the first time and realize that. Develop that
relationship with me beyond'l'm a lieutenant and you're a major or a captain.'
Develop a personal relationship with me and then build that respect with me and

around that topic. Don't expect to be respected because of your rank and where
you are at. I will respect you and give you basic respect because of your rank,
but I will respect you fully because you build a relationship with me and I will want
to do well."
ln his experience in the military Brian has come across other leaders who
believe as he does in building relationships and not focusing on rank or
hierarchy. He talked about one example in Japan, "l was taking night school
classes in Japan and a major was in the class. He and I got along great. We
could relate on a level because he was a great guy and real. We had great
conversations and I have ran into so few people like that, that you can go have a
beer with and the conversation stays strong. There are people out there but there

just aren't a lot of them. This major didn't care what rank lwas. He brought me
over to meet his wife. He didn't care how old I was. The major was all about the

relationship and conversation. The stuff that means something important and
that is what I appreciated about him."
As a leader, Brian truly tries to establish himself as one who cares and is
not that concerned about the rank structure and protocol in the military. He says,

"Once again I try to be real with people. There is a certain time to say 'Yes, Sir
and all of that'but other times to say'Hey man what's up?' Because Iet's talk,
who cares no matter that I am your supervisor and ! am your leader, but beyond
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just having responsibility to tell you what to do, I have the responsibility to care
for you and that is the role I have accepted as true. lt is easy to tell someone
what to do and it is easy to be accountable for how your guy's career paths
through their lives while they are under your care." Brian goes on to talk about
ways to eliminate the filter of hierarchy in the military that must come from the
leader. He states, "l think sometimes it is important to just get rid of hierarchy by
removing it from the situation enough so it is still there but it is notwhat
everything is about. Establishing that understanding with someone, there is a
time for hierarchy and a time not to use it in and out of the work environment.
Putting a person at ease and being perceptive enough to understand those two
different situations in leadership. That is what you strive for in relationships with
people you supervise. When I notice they are nervous or whatever, I tell them to
relax and I sit back in my chair, change my posture, ask them about something
that they don't think I notice or care about and have them tell me about it. Treat
them like a good person, it seems pretty elementary but they don't even know
how to react sometimes because they expect something else. I just don't want to
be the authoritative guy all the time."
Brian talked about a relationship he is establishing in his new role in the
U.S. Army with a junior enlisted soldier. He is taking the approach that he will do

whatever is necessary to ensure this soldier is successful. Brian demonstrates
this by talking about this soldier in a positive light, "Yeah Private James is
nineteen and super smart and knows more than I do. He is such a good follower
that he leads me. I hate that in some ways because it makes me feel a litfle
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helpless, but I like it because lwant him to be as good, or better, than me. He
treats me like an equal sometimes even though we are not equals in rank, t am
amazed because we are almost like peers. He is so responsive and challenging
and at the same time he wants to be the best and do his best. He is not always
weak and meek. He knows his

job.

He is secure in himself and I think he will

continue to do well and I want to help him do that."

ln a recent leadership scenario in the army, Brian was very candid about
how he handled a subordinate who tried to put him in a bad light. After sharing a
story on making a mistake on the convoy briefing to his soldiers, Brian describes
the choice he had to make about how to confront the soldier who was trying to
embarrass him. He shared, "So I did not go off on him because he was senior
enlisted guy and I figured he was probably right even though he called me out, in
a way that was meant to make me look like an ass and I think he did that on

purpose. It/y thought was 'he is probably right and I don't have the background to
question it.'And I need to be above him in that circumstance and to call him out it
would have made me look like an idiot because lwas wrong and also to react
that way. I did feel as though they lost some respect for me and know they did. ln
the military you are put right in there and expected to perform and people don't
really care about how much you know. People that are following expect that if

you are in that position you know A B C and they don't have much forgiveness.
So I got feedback aftenruards and I felt like an idiot and it was deserved. I tried to
make the most of it so when I did the brief on the way back home, I pulled that

senior enlisted aside and had him help me plan the way home even though I had
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to eat a little crow on that and that was tough I just accepted the fact that I don't
know what I should be doing here. Yeah I am in a leadership role, but I could sit
here and play like I know or I could learn."
Brian went on to describe how the relationship between him and the

soldier changed as a result of how he reacted, "He was kind of a dick, he enjoyed
it, but I was at the point where 'you know what? I don't care', I want to make sure
this goes wel[, and I think in the end he did develop a little bit of respect for me,
because ! was willing to be humble enough to say 'You know what? Help me out.
I made some mistakes on the way out here. What do you know? What can you

share to help me improve upon this outcome?' He kind of liked that I had to ask
for his help, but it turned out fine."
Brian summarized his thoughts on leadership ln three ways. First he
talked about the need to be self-reflective and self-aware and that not all leaders
in the military are like that. He stated, "l do it to a fault, to a point of being self-

critical. I do that by reflecting on my actions all the time. I constantly think how is
this going to make this person react, why did they react that way, why did

I

declde to do this and I don't think lots of people do that. People in the military
are generally less self-aware because they are so singular in their thoughts and
being. They think about what is "right here" and now all the time even though

they travel in the army all the time. That thought is their whole little world."
Secondly, Brian believes that setting aside rank and protocol for
relationships and caring are essential for good leadership. He believes, "lt is
knowing who you are and setting goals of how you want to lead people and
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setting the example always striving to be the example, you keep that in the front
of your mind. And when people get rank they forget about that. They figure they

don't need to do that anymore because they earned it. They earned the right to
sit on their ass. Who are the great leaders? The ones who don't forget where
they came from and always strive to be just as good as they were the day before
and that is what they do every day.That is a huge cliche. You see the
successful leaders are the ones who never rest on their rank or what they have
done in the past because that is in the past and already forgotten and next time
you screw something up people have forgotten. That is key." He goes on to say,
"There is more to it than procedure and regulation and rank. I think the Army has
to function with that hierarchy at a certain level and I understand that. However,

I

also I think leadership could be approached a little bit differently in a positive
manner for change. I thought I could stay in to make positive change in my own
little sphere. I am not going to change the whole Army."

Finally, Brian continues to learn as a leader and he believes that being open
to learn as a leader is key to continuing to grow and get better. He states, "So

I

think some things I know but there are lot of questions you could ask about
leadership and people. There is so much more to it than a PowerPoint slide and
going to officer candidate school they don't teach you. They don't teach you
about people, they just teach you about process. lt is a good job to explore
leadership from both perspectives and more directly on the people side which is
the servant leader, not all about process. I am still learning through talking and
observing people, self reflection, and I still am not even close to the leader lwant
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to be. I learn it by understanding I don't know everything. Just cause t go to OCS
or do 10 years in the Army doesn't mean anything. I keep learning by being open
to learning."
Brian has developed a vision of himself as a leader, and in an introspective
manner, he knows he will stay in the military as a leader to make a difference.
The vision, mission, and purpose of the military outweigh all the negative aspects
of military service according to Brian. He serves for a higher purpose and calling.
He states, "Well, when I want to think of this myself, I wonder what has kept me
in for almost 12 112 years. I think the sense of purpose and sense of mission.

That camaraderie...that unity that you get relying on each other and building
relationship so intense that you can rely on them to save your life. That is pretty
intense. ! am not in the military for political reasons. For me, it is more personal.
Do I believe in spreading democracy and freedom? Of course, but for me I get
more from the travel and meeting all kinds of people all over the world. Working

with people with totally different backgrounds from all over the place, You name
it. lt is all over the place. That is what I try to derive from the military but
sometimes it sadly falls kind of short. lt is not for the paycheck I can guarantee
that."

Brian's experience in a wide variety of positions and seruices is unique. His
vast career as a military professional has allowed him to define leadership from a
variety of sources, learn from other leaders in both a positive and negative
sense, and work on his own leadership style. Brian's quest for his own leadership
philosophy has a foundation in leading by example, treating others with respect,
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using foresight to anticipate the unexpected, and caring for those he leads. His
service, despite the challenges and disappointments, is something he is proud of
and committed to on the 'Journey together".
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"

l need to put some leadership on fhrs"

Cam Connor, through his experience, certainly knows what it takes to lead
in a military organization. He speaks fluidly and fondly of his leadership
responsibilities as a military professional. Cam, with very little pause or

reflection, quickly fires off a myriad of positions and promotions in vernacular
filled with call signs and acronyms that only military professionals may

understand. Cam starts, "l enlisted when lwas seventeen so my first leadership
experience was as a team leader in an airborne ranger infantry squad. Then

I

went to prep school, then to the Academy. I had several leadership positions at
the academy... it is a laboratory. Then I was a second LT [common Army jargon
for lieutenant]. lwas a platoon leader, scout platoon leader, then lwent on to the
advanced course, then I was an instructor; actually I commanded a company,
branch transferred somewhere in the there. I commanded a tank company.

I

I

commanded an HHC and a brigade HHC. lcommanded-40 months in command
time. Then let's see. Then I went to the Academy I was a TAC [acronym for
tactical officer at West PointJ. Grad School. I was promoted to Major, went to Fort
Leavenworth, and then from Fort Leavenworth I went to Germany where I was a
Battalion 53, division SGS, then Division SGS to Brigade 3, then from Brigade 3

to Brigade XO to Deputy G3. Then I actually was G3 fonrvard when the Division
was deployed to Egypt for an exercise, that is when I left there as a tieutenant

colonel. Then I commanded Task Force 369 in the Third Infantry Division. Then
after that I went to NTC where lwas senior armor trainer, Cobra 7, then senior
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brigade trainer, Bronco 7, then I was on the Brigade Command tist and the
Colonels 0-6 list, then I retired as a lieutenant colonel. 26 years of my life."
Cam Connor, even though he is retired from military life is still physically fit
in appearance and honed in his manner. On the sudace, he could be a
character in a movie about stereotyped military leaders like John Wayne in The
Longest Day or Jack Nicholson in A Few Good Men. However, there is much
more to his leadership than what appears on the surface. Cam had the

experience of taking on tremendous amounts of responsibility in combat in lraq.
As a battalion task force commander in lraq, Cam was directly responsible for
over fifteen hundred soldiers as he states, "Battalion commander was the largest
leadership responsibility in the task force in Iraq We were 12S0 with organic but
we fought at about 1800 because I had the artillery battalion in direct support

which meant that whole battalion worked for me." However, despite the number
of people he was charged with, this was not his most challenging leadership
position. He recalls his most difficult assignments had much less responsibility
from a people perspective, "...four guys, me and four guys, probably the hardest

job I had..." In relaying his vast history, Cam portrays multiple situations where he
has been required to lead people directly and indirectly in a military organization.
Cam's leadership philosophy, despite the complexities of the various jobs
he held, is simple and based on presence of the leader. He stated, "To me it's
pretty basic. I don't see leadership as that hard. You know, if you treat people
with respect; treat people like you want to be treated, if you say you are going to
do something and you do it and if you model what you espouse; what is coming
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out of your mouth is what your feet gotta be doing; you know what I mean?

I

used to tell my guys, "Where you are is who you are." lf you are sitting in the

office shining a seat all day, guess what? The boys aren't going to be too happy.
They aren't going to be too trusting because they don't know you. lf you are out
there with the boys getting dirty; I believe a lot in the leadership by walking and
leadership by, you know, interaction I would say."
Cam continues to espouse, in sometimes colorful language, his thoughts
on leadership presence by sharing a story about spending important time with
soldiers and insisting that his subordinate leaders in the organization adhere to
the same principles. ln lieu of holding formal weekly staff meetings, Cam woutd
routinely go to the area on a military postwhere vehicle and equipment
maintenance is completed, also known as the motor pool. Cam shared his
experience, "l went straight to the motor pool because the soldiers were in the
motor pool. We were doing the command and staff meetings (weekly
administrative meetings) which to me was stupid. 'Why are we having the staff
meeting while the soldiers are in the motor pool?'We are going to the motor

pool." Cam told his subordinates, "lvlonday is going to be motor pool day.
Everybody will be there in battalion formation for all officers and all NCOs. Lock
the gates. Nobody's leaving. OK? lwill be there in my overalls on my tank. your
asses better be there too." He went on to say, "l ordered overalls for all the
officers and told them to 'get on their friggin'tanks and Iearn 'em. Break track and
see how tough it is.' lwent straight down to the motor pool with my overalls on. lt
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freaked out everybody because the battalion commander was never in the motor
pool. Officers were never in the motor pool. What the hell kind of shit is that?"
Developing relationships with his followers was foundational and
instrumental in Cam's ultimate success in leading his organization. He cultivated
his relationships by employing two connecting concepts between military and
Servant Leadership. First he listened to his soldiers. He stated one of the first
things he did as a leader was Iisten. "The first thing ! had to do is make sure I had

the right leaders in place. And I surveyed the field and then I knew the old guy,
talked to him, and then I listened to my trusted agents that were there."
Using listening as a leader behavior went beyond getting to know his

soldiers Cam used listening to extract ideas and best methods from other junior
leaders in his organization. "So we had spent some extensive time reviewing intel
and we had some good aerial photographs. We knew what we wanted to do
there. So it was me and all the commanders and we were just listening. I used to
call it a commander's wargame. I would bring the commanders in and we would
sit down and look at the problem and the mission and I would pick their brains on
what they thought and have the staff sit back and Iisten."
He continued to listen and get to know the people under his charge by
actively seeking them out and engaging them in personal conversation. Cam
shared, "l wanted to know and I mean know! lwanted to know him, twanted to
know if he was married, I wanted to know his wife. lf he had a girlfriend I wanted
to know his girlfriend. lf he had kids I wanted to know he had kids. lf he had kids
with the girlfriend I wanted to know that, ! wanted to know where he was from,
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wanted to know his favorite football team. For every squad leader and above,
every tank commander, every vehicle commander, infantry squad leader, platoon
leader, platoon sergeant, first sergeant, company commander, my staff, every
squad leader and above I want to have a personal relationship with him. I want to
make my door open to them and lwant us to feel good about each other."

As Cam continued to describe his attempt to build foundatlonal
relationships he purposely picked those he would interact with the least and
started with them first. Cam states emphatically, "So when I went down there (the
motor pool) the first guys I started with were the platoon sergeants. You know the
first sergeants and company commanders, I was going to see them all the time.
So I didn't need to make a concerted effort there. The first guys I needed to learn
about were the platoon sergeants. ljust started; ! didn't talk one thing about
maintenance. I'd start'How's your platoon doing? Where you from? You
married? You got kids?' I always remember faces. I was horrible with names, but
I

would always remember tidbits and data pieces. I was good at that." Cam would

ask a series of questions and listen to his people to learn about them and start to
build a relationship with them.
Listening to bad news was a key component of Cam's leadership style.
Cam described a situation where he had to set up the conditions to listen to
subordinate leaders in his organization who were reluctant to even bring bad
news up. This discussion between Cam and a platoon sergeant, or E7, resulted
in firing of a lieutenant (LT), the E7's boss, in the organization. Cam described

the conversation this way, "Everybody has different ways of getting at stuff. lt
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was so good because I ended up firing two LTs. Right after the national training
center I fired two lieutenants because the platoon sergeants came in. 'Sir, no
disrespect to my lieutenant because I love the guy, but he can't lead us in
combat', I was waiting to see when they were going to come around. They said,
'We gotta do something. You can't let them [the lieutenants] lead in combat.' lt
takes a lot for an E7 to do that, because it is almost a reflection of failure on him.
Caveat that because it is so important, because he has got to be a guy who is
able to come up and say'we got a problem'. lt is not like he just came in my
office and said my lieutenant needs to be fired. lt doesn't happen that way and
that is why I told the company commander to have that platoon sergeant to come
and see me and tell him,'lt's OK. Have him come and see me afterwork." lam
going to fire the guy [the Iieutenant] and I need to know if he can be saved. That
is what the platoon sergeant said.

lvalue his input, these guys were on the verge

of frickin' crying."

Cam took this active listening approach to demonstrate to his soldiers that
he cared about them. He strongly believed that caring about soldiers was a

critical cog in an organizational machine. He stated that convincing soldiers that
he cared about them was important in "Showing that you Gare is going to, I think,
endear them and let them think 'ljust want to know that this guy gives a shit
about me'. That is Ieadership 101; that it all you need. lf they think you give a
shit about them, and you really, honestly care that they are going to go home
alive, and you care about them and their family, those guys will do anything for

you ..anything. And you don't have to be a great leader; you don't have to be
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dynamic. You can be an introvert. lf they think you give a shit about them, they
will go to the ends of the earth and that is what I did. I spent that whole six
months learning all my squad leaders and above. First name, what their favorite
sports team were, what excited them, what they did."
Using this informal listening technique to get to know his followers paid

dividends, according to Cam, when he would interact with soldiers in a more
formal setting. "The other thing is when we have a battalion rehearsal and I have
a platoon leader or a squad leader or a scout section that is critical I don't want to
be like saying'Who are you?'Or just looking at his name tag. lwant to go up and
say, 'Your friggin Bills suck!' Or I want to go up and say, 'Georgia Bulldogs are
gonna get their asses kicked this week' and start the conversation that way. That
way they are a little bit at ease, they know that I know them, they know that

I

have been listening and paying attention."
Cam, as a battalion commander, fervently stated that this effort to
demonstrate care and build a relationship with his soldiers paid off in the most
difficult of times even when he had to get people to perform in combat.
"Relationships make a difference. And when you tell somebody, 'What the fuck
you doing? Get your ass in gear'you know it means something. !t's not'He
doesn't know me. He doesn't know who I am. The only time I see him is when
he's yelling at me.' Think about it, the only time lsee the battalion commander is
when he is chewing my ass. What kind of impression is that? What kind of bond
are you going to form when the shit is really hitting the fan and I need him to do
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something? How is he going to feel about me? So building those retationships is

what Idid."
The most critical event that happened in combat in Cam's Task Force was
a critical and dangerous bridge crossing over the Euphrates River in lraq. Cam
stated that "The hardest decision I ever made was when we had to do the river
crossing, when we captured the bridge over the Euphrates, the Al Khalid Bridge."
This harrowing experience had several soldiers in Cam's task force crossing the
river, under direct fire in rubber boats, called RB 15s. This daylight assault across

the river was necessary in order to secure the bridge from the lraqis so they
couldn't blow it up as the armored tanks were coming across. This significant
crossing was described by Cam in great detail, "The way we are going to put
infantry and engineers and RB 15 boats and then we are going to assault in
daylight underneath all this fire under the cover of smoke to get in there and
make sure that the bridge is safe. Then we will go across with all the armor. So
putting those guys in those boats was probably the toughest thing that we did
and decision I made because all I could think of was dead bodies floating down

the Euphrates and not be able to get 'em and they would float all the way down
wherever and we couldn't recover 'em. lt was...the thought of that was just
horrible to me."
Even durtng combat operations in lraq, Cam took the time to engage his
soldiers face to face to ensure they knew he cared about them. Cam relayed a
story about talking to his soldiers and looking them in the eye to convince them,
even in extremely dangerous conditlons, he would care for them. He shared a
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particular story about preparing for the perilous river crossing, "Yeah that is why

I

went down there to the boat rehearsal 'cause I did not say it publically, but in my
mind, lwas thinking,'This is going to be a problem.'Isaid,'No one is going to
want to get in these friggin' boats. I wouldn't want to get in those friggin' boats.
Who the hell is going to want to expose themselves?" So I said, ! need to put
some leadership on this and go down there and make them guys feel good about
it (the river crossing) and we will do the best we can to keep them alive, but

I

can't sugar coat it. They need to know this not a high life expectancy operation.
For those 45 minutes on the boats your ass is in the wind."
He went on to describe his interaction with the soldiers as he attempted to
"put some leadership on this" and let them know he cared about them despite the

fact he was asking them to perform a very dangerous mission. Cam felt he "just
needed to go over there and get a feel for how that was going. That is what that
means, plus they needed to see me. They needed to see. They needed to know,
that I was not going to Ieave them hanging out there and that t wouldn't put them
in the water unless we had all the conditions that were set. lf things got tough, we

would make sure they were taken care of. ltold them too, that I am not going to
let you float down the Euphrates. I said, 't don't care what it takes. lf I got to have

swimmers to swim and fish you out. lwill not let you go down the river.'Cam took
a dlrect action to demonstrate in his own style the importance of his focus on this
mission as a leader. He stated, "l thought that was important for them to know
too; nobody wants to be fish food. Little bit of presence, little bit of trust, litfle bit of
relationship. My style is to do it in a humorous way, it is heavy enough, the guys
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know. You gotta go down there and be there for them. You really do. you let
them know you are going to be there and I wanted to answer any tough
questions they had.

"

Cam deeply described what caring for soldiers meant to him, "l just don't
think you can fight for someone when it's, 'Who the fuck is that guy?'l don't think
you can ask guys to go into combat and do unbelievable stuff without first of all
letting them know that you would do it too. And second of all, them not knowing
who you are; what you believe in." Cam emphatically continued to reiterate the
critical importance of truly caring and knowing your soldiers especially in combat
if someone dies. "You know unfortunately I had to write letters home on guys

who were killed. I didn't want to write some stupid arbitrary things 'blah-blahblah'. When you want to write that letter you want to write it like you know the guy
and have a relationship with the guy. That is kind of an afterthought, I didn't think
about beforehand, but it sure as hell was important when I was writing those
letters. lmagine if I didn't know this guy. ljust think it is an absolute. lt is an
essential ingredient in motivating soldiers to fight. They have to know their
leader. Their leader has to know them."
Cam used foresight to take appropriate action that ensured his troops
were as prepared as they could be for the daunting tasks they were going to

face. He describes his first days as a battalion commander and what he had to
do to get his soldiers ready. "l took command on June 1't 2002. And I knew that
within the next six months lwas going to be in Kuwait or in lraq in combat. I really
had six months from the time I took command, I had six months to get that
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battalion ready. I had an extra two months in theater which helped, but really six
months to hone those guys with that level of trust that I felt necessary for us to be
successful in combat. So if you think about that that, is like, 'No friggin'wayl No
friggin way! 800 guys! How you gonna create a high performance organization to
go fight?' Think about

it.

Six months to create a high performance organization

that will go into combat life and death. You know that is not like you are taking
over as CEO of a company that you have a year to bring your margins up. I am
talking about living and dying and the level and complexity of the operations and
training that we needed to achieve to be successful. Six months! So you start
backwards planning then, you know, you run out of time."
Knowing that his unit would be going to combat within a year, Cam knew
he had to prepare for the worst conditions possible. He also had to get to know
each soldier so when he needed to count on each of them to perform under fire
there was already a relationship built. "So immediately then there is so much
that went on in that six months I had to think about the two things I can really do.
The first one is, 'l'II1 going to make these guys absolute physical specimens',
because the stress and fatigue of combat can only be overcome by good
physical and mental toughness. You can only overcome a lot of that by just being
physically and mentally strong. So thatwasn't going to be a problem. 'What is the
one thing I really need to do?' I thought about it for awhile. I am a big avid reader
of history and leadership and I came up with one thing I had to do.
As a leader Cam quickly realized the one thing he could do was get to
know his people and know them well. He knew this action on his part would pay
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dividends down the road, he called it a combat multiplier [term used to describe
intangible efforts that can result in winning in battlel, in the pending war in lraq.
Cam intimated that this idea, though simple, came to him unexpectedly in a
moment of clarity. He said his thoughts about what to do and what to focus on

just came to him in moments of unexpected intuition. "l had an epiph?ny, we are
probably going to be in lraq in January, in six months. I gotta pick one thing that
is going to be combat multiplier for me. You know it just kind of came to me. At

that point my psyche was 'l didn't know these guys'."
Cam, as the newly appointed organizational leader, stated he needed to
take two critical actions to prepare his unit for fighting in lraq. "That is what

I

came up with. I came home from that PT workout and I got in the shower and

I

realized the two things, I needed to make them physically and mentally tough.
Take them beyond their limits so they know that automatically puts a swagger in
your organization, which we did. We had a little panache but you get that when
you get good. The second thing, and most important thing, was I needed to know
these guys." These two actions based on his foresight drove Cam to set an early
tone for how the people in his organization were going to prepare themselves for
combat.

When asked why he took the specific action to get to know his soldiers he
said he did it because he was overwhelmed with the responsibility he had
inherited by virtue of his taking command of the organization. Cam knew when
he took the guidon [decorative flag that symbolizes a military unit] during his

change of command ceremony he had to do something decisive to address and
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fulfill that responsibility. Cam said he remembers these ideas coming to him

intuitively. "ln the shower after physical training (PT). Seriousl I will tell you why.
When you take the guidon of an organization like that, I went home and
absolutely almost collapsed from being absolutely ovenruhelmed from "Oh my
God". lt is something you aspire to do your whole life. You take that guidon. Do
all the salutes" You go home and you are like 'Holy Shit I am in charge of 800

guys and 800 million dollars of equipment. I don't think I can do this.' I almost had
an anxiety attack. lwas seriously depressed. 'Holy Shit I don't know if t can do

this. AII these guys and all their lives are in my hands. So again, getting back to
the physical piece I struggled with it that night. So I said, 'you know what? We
are going to start tomorrow with some good PT.' I called the CQ and said, 'Call
all the officers and tell them to be standing outside the parade field at S20.'

I

called the Sergeant lVlajor and said, 'l want ten telephone poles laying out there.'
I did this for a purpose. We got out there in the morning at six. I had the officers

in formation right in the middle of the company triangle with all the soldiers just
kind of forming up right

now

The first day of command and t am out there

barking orders at all the officers and they are snapping to. Then I said, 'OK boys
pick up your telephone poles, eight per pole.'I mean these were telephone poles.
We put the poles on our shoulders and off we went three miles. We left the onlooking formation of soldiers and we ran three miles with the poles. Well the
impact to that on the other soldiers was, 'Holy shit! This guy is insanel'which is

part of what Iwanted. You want a little bit of that kind of thing lwanted them to
know the officers were going to work their asses off."

74

Limberg, 75
Cam took these actions with the foresight in mind that in future combat he

was going to rely on his soldiers to perform and he wanted to know they had
been trained appropriately to per-form and know them as people. He stated, "The
reason why is when that guy picks up that mike [vernacular for radio set
microphone used to communicate in military operationsl and it is the night of April
2nd

2003, and l've got a platoon that is overrun with Feydyin infantry when that

guy picks up the mike, when Sergeant Coltree picked up the mike and said 'Sir
we're overrun. We got guys on the tanks.' I don'twant to be thinking, 'ls this guy
bullshittin me?' I want to know Coltree. I want to know everything about Coltree.
So when he says it on the radio, I know it's fucking happening and I know who

that person is on the other end of that hand mike personally."
Continuing to draw upon his leader foresight to take action, Lieutenant
Colonel Cam Connor put his organization through the most demanding training
he could with the ultimate purpose of preparing them to win in combat. Cam
described taking his large organization and all of its combat equiprnent on
exhausting and extensive training maneuvers, called road marches. During the
training road marches his unit would struggle and make mistakes. Cam referred
to this as a cluster, military jargon for mistake filled and non-successfu!. Cam had
his unit prepared during a 45 day training rotation to the National Training Center

(NTC) at Fort lnruin, California. Sharing this philosophy Cam said, "We continued
that type of physical regimen and that type of training when we would go out to
the field. We would road march clear across the whole training area. We would
road march and it was a cluster. We were horrible, but you know what, we got
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good at it. We trained at night, we did everything at night. So when we got to the
big sandbox in lraq, a big sand storm hit and people couldn't see. We didn't have

any problem. We were out front fighting a friggin' battle in it. People were crying
they couldn't get up there. l\Xy guys could have done anything because I put them
in the hardest rigorous training program in the worst conditions that I coutd find.

We finished our NTC rotation and I said, 'l want another three days. I want to
road march until my guys can't, until they got it coming out of their ears and move
at night until they are falling asleep, until they can't take it and push them a Iitle
bit further."

As the organizational leader, battalion commander Cam Connor set the
conditions through his actions to ensure his unit would be sucgessful under any
circumstances they would face in combat. His efforts in getting to know his
people and developing training for them physically and mentally helped them
when it came time to go to war, known in the U.S. Army slang as crossing the
line of departure (LD). He came to the conclusion that the foresight and resulting
actions he took in preparing his organization for combat as a leader is something
he is proud of. "What I do take credit for is I trained their asses off from the time

I

took that guidon to the time they crossed that LD. Those guys were ready to

fight Not only were they ready to fight, they had a chip on their shoutder that they
thought they were the biggest bad asses that ever walked in uniform. That I take
credit for... I made them roadmarch at night. Other units would stop. When we
use to do training exercises we trained twenty four seven. We did night ops. We

did night attacks. I made them get comfortable in limited visibitity. Night road
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marches around Fort Stewart until they puked. Vehicles broken I said, 'l don't
care figure it out. Figure it out. When you are in combat and you try to figure it
out, is not the time. Figure it out now.' I put them in really challenging situations.
Other than getting shot at, I made it as combat realistic and pushed them almost
to the limit" Cam stated that this was the action as a leader that he is proud of,
"And it paid off. lt really did. That I take credit for. You take certain amount of
preparation and training. That part the leader is really responsible for. lt is just
like football- the coach can't take credit for the game. The guys play the game

and make the plays. What the coach is responsible for is the preparation. Getting
them ready to play." Cam continued to say, "The battalion commander's job is to
stress every part of that organization. Every system needs to be stressed. Every
system needs to achieve failure. And then find that Ieader in charge and tell them
to fix it. Start to tell them to fix it and get stronger. I can't over emphasize that

enough. The leader has got to do that and if you don't you are going to get
surprised and not in a good way."
Trust was the central theme of Cam Connor's leadership action.
During our interview, Cam reviewed a written list of leadership words like respect,

integrity, empowerment, selfless, caring, and communication. After reviewing
this list of words, Cam took a pen to the sheet of paper and started, "One piece in
here I think that is missing. Can I write on this?" Then he wrote the word

IRUSI

on the sheet of paper over all of the other leadership words. He continued on

saying, "That is the key. That is the key more so than any of these other ones
right here. Well in any leadership role if you don't have trust then you are never
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going to have any of these. You are not going to have respect if they don't trust
you. Without trust there are lots of times they may be questioning your integrity
as a leader. There may be questions on your motives. Which means 'is this guy
really selfless?' Are they going to listen to you? But getting back to my point if
they don't trust you then you got a problem. That is the first thing you have to do
is establish that trust. Once you have that trust then you're in a freedom to

maneuver role and your ability to influence will be greatly enhanced so the next
questions should be, 'How do you gain that trust?'."
The central theme of leadership from Cam's perspective is not who has
the best strategic military capability like well known German military strategists
Enruin Rommel

or Heinz Guederian or the smartest person in combat planning

like Alfred Von Schlieffen. He strongly believed the most important characteristic
is trust. He said emphatically, "You know l'll tell you there were some leaders

I

wouldn't follow into the latrine. And there were some I knew that, you know, could
be trusted. Those are the guys you're going to follow. You don't have to be the

smartest, you don't have to be, you know, you don't have to be Guederian or
Rommel. You don't have to come up with the Von Schlieffen plan. That is not
what I am talking about. What you have to create is that trust to, you know, keep
your word. Keep your bond. Do what you say. lt is these simple things Model
what you espouse. !t is the guy, the phony guy, the guy that is in it for himself.
It's the politician, it's the guy that always wants to shine. lt is the guy that puts

you through hoops so he can look good. He may be a great tactician but you
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know what, soldiers aren't gonna follow him because they don't believe that he
has their best interest at heart."

Performance in combat, in other words, winning or losing batle and lives,
is a result of trust between followers and the leader, according to Cam. He said,

"l think that in high performing units that the leaders have a definite impact on
how those guys perform. Obviously if there is no trust they are not going to

perform at all. You will get absolute accommodation and that is it, the bare

minimum They are going to be more Goncerned about surviving then they are
about winning, but if they trust you then you are golng to get good performance."

Cam's unit used this trust to perform at a very high level during a very crucial
time in combat. During the Euphrates River crossing Cam described the
situation, "You can put all those different building blocks together and when it
comes down to attack or get in rubber boats and cross the Euphrates in the
middle of daylight you don't get the 'What fuck did you say?' because you built
this bank of trust and faith and with a little bit of panache and a litle bit of...l am
trying to think of the right word and I can't think of the right word... provided or
created a culture of excellence, a culture of,.. you know, doing it right and being
proud of what you do, so then when it comes to nut crunching time the guys, they

volunteer to get in the boats, which still boggles my mind."
The trust between Cam and his followers was so strongly woven that
many things went unspoken. Cam set the scene as he describes a potentially
tenuous scenario, right before the river crossing, "So they knew what they were
up against. When we went down there and did the boat rehearsal drill we were
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practicing on sand. Drilling it over and over again. Going in and out of the boats.
Getting the boats down they are heavy with motors attached. I told them, 'This is
not going to be an easy task. Your life expectancy while you are out on that water
is not going to be high.' I told 'em, 'l'll do the best I can to protect you.'And my

guys were good with it. They said, 'That is good enough for us.' One of the
platoon sergeants spoke up and said 'Count on it, Sir. We know.'You know you
didn't have to say a whole lot. They knew that I would do whatever t can to
protect them. They knew they had a mission to get done they just felt that, you
know, they could get across that water quick enough. We would do everything
we needed to do to make sure they would get over there alive."
One riveting aspect of this mission that indicates the type of trust within his
organization Cam had developed, was that the soldiers who were going to cross
the river in the boats, the most dangerous part of the mission, had all volunteered
for that portion of the battle. Cam stated this was unbelievable to him and

demonstrated the trust built within the entire organization. "But I didn't know they
had all volunteered. ljust thought these were the guys who were going to be in
the boat. lt just never came up. I knew they were going to do their job and they
knew I was going to do mine. You have to remember now by this time we had
already fought one...two...three pretty good fights. We already established a
heightened level of trust and security between each other. You know, we are
operating and the success we had up to that point in some pretty tough fighting.
think they were pretty comfortable we were going to be able to do what we said
we were going to do."
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Since he had developed a trusting environment in his organization, Cam
had the ability to empower those subordinate leaders in his organization without

reservation. Sam and Joe were company commanders in Cam's task force who
were capable enough to lead the crossing with little guidance from Cam. Cam
described the two leaders in his organization who would lead the soldiers in the
boats across the Euphrates River. "Those guys were smart enough, they were
smarter than I am. Those two company commanders were both fabulous combat

soldiers. They were figuring it out. I am not going to sit there and micromanage
them. They know what they gotta do. They gotta get across the friggin river and
Joe's gotta protect them and Sam's gotta demlne the bridge. So they did. They
came up with their plan with how they were going to do it. I told them 'You know
what guys? I am good with it. You tell me. I know you guys can drill this thing.'

t

trusted that it was golng to be right so ret's just do the rehearsal.,'
Cam used the training and combat success to continue to develop leaders
in his organization and empower them. This empowering of followers throughout
the organization was critical to ultimate combat success even in difficult
conditions. He stated when you give people autonomy, "Then you start to get
some really innovative combat leaders. You start to get squad leaders that start
to do some really cool things. lt is that feeling that we are good and we know we
are good. I used to tell the guys that the best weapon system in this battalion is
between your ears so use it to your advantage. lt is little things like that give guys
an edge. And getting back to my previous idea, a Iot of people have talked to me
about the things that my soldiers were able to do. I may be biased but that is ok.
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know it is true. We fought more battles, more enemy, we killed more enemy

I

would say percentage-wise. We took the least amount of losses. I went to a
roundtable with generals. We talked about the whole bridge fight. One of the
generals asked me 'How come your guys did that in the sandstorm?' We were
the only combat unit fighting during the sandstorm. I don't care what anybody
tells you. We were fighting in it and moving in it where other units stopped
because they couldn't handle it. You couldn't see two feet in front of you. I was
moving companies all over the battlefield and all over the Kiffle Bridge in the
middle of that sandstorm Why were my guys able to do all that stuff? What l telt
everyone is, 'l take absolutely no credit from the time we crossed the LD to the
time of the end of execution. I take no credit for how my unit performed. I gave
mission oriented orders and the guys executed. I helped shape fights and put
them in a position to win but they had to do it. ltake absolutely no credit for it at
all. "'

!n summing up Cam's thoughts on leadership, he focused on two main

points. First he said, "lt is all about the Ieader, it really is. lt is all about the leader
to really get guys to execute and the excellence of how they do that. I love it. The
'lead, follow me' part when things are tough. You pretty much have to have that
down. The first part of it is the tough part, providing the structure, the guidance,
and being willing to fail; allowing your guys an opportunity. Sometimes you have

to look at every one of these challenges as an opportunity to fail and if you do fail
you use that as an opportunity to learn and get better." secondly, he stated, "But
really, all that seemed very common sense to me. I was always telling all my
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guys that everything has to have a purpose. Everything a leader does has to
have a purpose. Everytime you are up in front talking to the guys it has to have a

purpose. lt has to have a means to an end. Sometimes they can't see it. I am
honest with 'em. 'You may not understand what the hell I am doing. Everything
that I do has a purpose. Everything has a method behind it to help you be better,
to help you deal with the stress and strain of combat'." Cam believed that the
success of his followers, the success of his organization, and ultimately the very
lives of the people in his organization came down to him as a leader
demonstrating trust with others, genuinely caring for their well being, using
foresight of what was to come and taking action, deeply listening to those around
him and creating meaningful relationships with them. The incredible success his
organization realized in the most defining moments of military operations,
combat, is a direct result of his adherence and belief in these principles of
Servant Leadership.
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"Appointment to a leadership position is not anointment and knowing all"
Diane Dixon is a lieutenant colonel in the U.S. Army who has served and
continues to serve in a wide variety of positions and places. She has worked in
the office of the Surgeon General, the U.S. Army Headquarters Human
Resources Command, the U.S. Army lVlateriel Command, the U,S. Army Central
Command, and the First lnfantry Division. Diane has moved from Kansas, to
Texas, to Virginia, to Washington D.C., to Kuwait, and to Tampa where she now

lives. Diane, as a medical service officer, has been a section leader, a platoon
leader, staff officer, chief of environmental health, personnel officer and a student
at Johns Hopkins.

Diane describes her career field in the U.S. Army as unique and technically
specific, but still requiring leadership at all levels. She said, "ln the Army medical
department, the typical leadership positions that you might see in the rest of the
Army, don't exist to the same extent. We don't have as many brigades and
battalions per soldier. However, I believe we have more specialties than the rest
of the Army Branches have, combined. But you do need an entomologist to took

at bugs and a pulmonologist to look at lungs. These professionals are simply not
as interchangeable as much of the rest of the Army Branches. They are also
harder to recruit. So the leadership is going to be of smaller, more technically
focused soldiers, for the most part."
She cites a specific example to illustrate this point from her own career path.
Diane shared her key role in the office of the Surgeon General and her inherent

job requirement to be a jack of all trades and hints at her heartfelt connection to
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one of her subordinates. Diane says, "ln the Office of The Surgeon General

I

was responsible for the care and well being of a two star Deputy Surgeon
General. Since he was the deputy and had a skeleton staff, lserved as his driver,
lots of meetings at the Pentagon, first days of OIF [Operation lraqi Freedom],

general's officer's speech writer, briefing reviewer, commentator, analyzer, and
schedule monitor slash manager. His secretary, who I supervised and rated, was
his scheduler. We were a small but effective team. Susan Simon, bless her heart,
is still one of my favorite people on this earth."

Learning about leadership is something she has happened upon. "l learned a
lot through personal observation of what I like and don't like. Ir/y husband has

probably taught me the most about the difference between a good leader and a
great leader. He is a great leader and he had some great leaders to teach him,
including former Commander of the Joint Chiefs of Staff, General Peter

pace

I

have read a number of books and articles on leadership, I am a fan of historical
nonfiction, and so have learned through that reading as well."
Diane takes on any mission or task assigned to her and does it to the best

of her ability, even if it lies outside of her job set. She talks about Iearning how to
navigate with a map and doing it very well, "Even though I was medical service

corps officer, in the old main support battalions during deployments we were
routinely used as transportation corps officers. This meant leading convoys over
patches of desert in low illumination at night. This was also in the days before the
pluggers [automatic navigation devices] so map skills were required. I became
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known as someone who could find destinations better than some of the
tra

ns

po rtatio

n officers.

"

Diane is accomplished in the military definition of success, but very self aware
of her own abilities and limitations. She stated, "l can't be someone I am not and
never have been. ltold Susan, the DSG's [Deputy Surgeon General] secretary

that I supervised, one time, that for once ljust wanted to come across as
intimidating. She laughed at me. I know that my lot in life is not to get things
done by being intimidating, I can't pull it off in my 5'4",120lb frame and it is not
in my personality. I am a type B personality trapped in a type A military world."
Diane sums up her approach to her work with the following, "l try not to get
strung out or hung up on too much, but this is always a challenge with the sheer
volume of work and issues that come my way. I get much better results in
general by knowing what I am talking about and trying to be easy to work with. lt
has worked so far, and is my general modus operandi. I am also lSTp

personality type, introvert. ldon't like crowds and I don't like being overly
involved in other people's lives. I have felt that to be a weakness in a way
because there are a lot of books that say I should know about their wives,
children, problems, personal lives. I don't even get that deep with people

I

consider my close friends! lt is way out of my comfort zone. lMy soldiers have
always described me as professional, lalways felt probably a litle standoffish."
The type of stereotypical military leader that tells people what to do then does
whatever he or she wants is not the leader Diane seeks to be or be around. She
describes one of the worst leaders she worked with in the army by relaying a
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story of him not leading by examples, "Our unit first sergeant at my unit
considered himself 'old Army' and held that idea dear. He was a 'do as I say, not
as I do' type of leader and lectured us routinely on fraternization, while it was a
well known fact that he had recently married an E-4
fiunior enlisted rank four] in
one of our unit's platoons..,I am not making this up. My soldiers asked me 'How
this could be possible?'After marrying her, he had pleaded to the battalion
commander for leniency in stating it was 'an affair of the heart' and the E-4 was
moved out of the unit. After she was out of the unit, the fraternization rules for
everyone else were in full effect again. When the new battalion commander
came in, it was not long before the unit first sergeant got himself into hot water
again at a formal dinner event where he made a derogatory comment about
female NCOs [non-commissioned officers]. The battalion commander, although
he was new and knew little of the first sergeant's ways, relieved him immediately.

A new day had begun."
Diane knows clearly what type of teader she admires in saying, "l admire
charismatic, competent, positive teadership that still manages to hold people
accountable and can communicate a vision for the organization and hold to that
vision. I admlre those who easily see second and third order effects to a potential
course of action and take it into consideration. This is sometimes lacking
especially given what may seem to be an infinite number of variables, and can
have some pretty detrimental consequences." Diane's mentioning of leader,s
necessity to anticipate second and third order effects is a great demonstration of
foresight as an admirable leader characteristic.
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Quickly Iisting off a description of one of her favorite military leaders she cites
several characteristics of Servant Leadership, She describes a military leader
she once worked for as ,"Trusting, caring, the consummate professional, he
would listen to your position and then as a leader fight for your position to our
higher leadership, knowing that we were the ones who had the ski[s and
understanding to come to the best conclusion. By his questions we knew that he
understood our situation/frustrations, and he acted on them even as he had a
million other duckbites from other issues and other people he was dealing with.
He guided our organization through a very stressful time and kept high morale

within those he led. He provided perspective when it was needed and thanks
when others seemed to be taking our hard earned successes for granted. He set
aside time to ensure we had opportunities to have a life in addition to all of the
work." Clearly even though Diane downplays her own path to learning about
leadership in a matter of fact manner, she understands leadership of people
readily and practically
Diane is passionate and correspondingly caring about her role as a leader.
She states emphatically multiple times that she cares so much that she loves
what she does. She says, "l consider myself a good team player. I am not afraid
to do scut work, and I try to stay non-controversial in most of my interpersonal
dealings. I love what I do and I think this passion accounts for a tot of what I have
to offer to others." She goes on to say, with some added self-deprecating humor,
that while things change in her role in the military, her passion and love doesn't

change because she believes in what she is doing, ""Every day is a new drama,
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the priorities and things change, the world changes and affects
what I do, but

I

don't have to worry about what I am going to wear. Heavens, I believe
that what
do matters, not only to me but to others.,'
The use of the word 'love' may seem surprising coming from a military
Ieader
but clearly it is something Diane is comfortable using in discussing
leadership.
When she was asked about the sacrifice her and her husband make
as military
Ieaders by being apart Diane responds, "The etymological root
of the word

'passion'talks about suffering for love. lt may seem
like a sacrifice, and in many
ways it is, but we love what we do, and for one to ask the other to
stop doing the
thing that they have passion for has not happened yet. We have felt
no need to
justify this to anyone outside of us; they are entifled
to think what they wish. We
have justified it ourselves through truly understanding that our love
is not based

on a location. We very much enjoy spending time together, and have
had that
opportunity- We make opportunities whenever possible. lronically I
currenly work
in the tt/iddle East where third country nationals leave their families
from other

continents for years at a time, seeking employment as second class
non-citizens
with nearly no rights, and no one asks them about their sacrifice.
They do it
because they love their families and it is a way to provide for them
back home,
where there is no economic opportunity. So this 'sacrifice' realy is
one that has
to be considered in perspective to other things. I am lucky compared
to many
others on this earth, to not have to make Hobson's Choice
[a take or leave it
proposition of choicel between poverty and family."
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Diane continues to illustrate her passion for her position by using the word
love in her commitment to her work as a leader. She states, "What drives me to
serve is that I love what I do. lt is that thing that gets me out of bed, besides my
family. What else would I do if I wasn't doing what I am doing? I can't think of
many other things I would want to do more. Sometimes I think of working in Red
Cross refugee camps, etc., but I love serving the U.S. military and our own
service members who share similar values."
ln atl honesty, Diane believes that leadership knows no greater
demonstration that being a parent who raises his or her child based on the
concept of love, She describes leadership and parenting as one in the same, "l
can't think of any greater example of demonstrating leadership than raising your
own children. You have to love them, to give guidance, advice and wisdom, but
ultimately rely on them to make the right decisions and do the right thing without
you watching, as they grow into adulthood. One sets an example through word

and action of what is important. They observe as they grow, and through this
determine what is going to be important to them and what was important to you
as a parent. My own parents set a very high ethical standard of right and wrong
and worked very hard so their children could benefit from opportunities they did

not have."
Diane's commitment to her endeavors as a leader stems from striving to do
something outside of serving herself. When asked why she cared so much about
what she does in the U.S. Army she stated,

'l

know it matters because it matters

in the civilian world too, or we wouldn't exist. We take public resources to fund,
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for a greater long term good/benefit. Countries have public health departments
for a reason. They treat the water and test the airfor a reason. They conduct
disease surveillance for a reason. The reason is to keep people healthy and
prevent illness. This matters even more in a deployed environment where the
harsh conditions present even greater challenges: third world countries that have
malaria, cholera, heat that reaches into the 120's for several months a year,
untreated water, sewage running through the streets, soldiers exposed to health
and environmental hazards that they do not encounter in more developed nations
such as the United States. We provide the public health infrastructure to
America's sons and daughters while they are deployed, because the countries
they are in do not have that luxury and suffer the effects. I know it matters
because the commanders say it matters, the press says it matters, and soldiers
are going to be the ones who sutfer once I stop believing that it matters. Having

the correct answers, being able to coordinate the support and engage the right
agencies to provide that support is very important to protecting their and our
health. There are a lot of bureaucratic frustrations in getting some of these things
done, but watching an incremental improvement happen provides such intrinsic
satisfaction I don't know if I can put it into words."
She goes on to illustrate an example of this, "For example, this year we
reduced the number of heat injuries in Kuwait by 55o/o compared to last year.
Assuming that the actions we took to prevent them contributed to the reduction,
more shade, command emphasis, early medical evacuation, there are X number
of soldiers, we will never know just how many we prevented, that is one of the

91

Limberg,92
challenges of preventive medicine, who will not have a lifetime of increased heat
injury risk and will not have to undergo a board process to determine future
fitness for duty. This is one example of one thing, out of many. lt matters!"
Leadership of this type and significance, to Diane, is not about position or
rank. She does not serve in the U.S. Army to achieve status or gain positions of
power. She serves selflessly because she believes in what she is doing and if
she didn't do it others would suffer and not benefit. Her description of this
concept provides keen lnsight into Diane as a leader. She said, "Also, when in
staff positions or small working groups and presented with a problem, direction
still needs to come from somewhere even if there is no appointed figurehead to
the group at that time, especially when time is of the essence. I had an incident
earlier this year where we stopped force flow into a part of lraq for several days.
I took guidance from the senior Doctor in lraq and the Office of The Surgeon

General. We didn't have time to get the decision from a three star commander at
23:00

[1

1pm] on a Friday who was in another part of the world when deciding to

stop flow

- helicopters were literally getting ready to take off the ground to their

destination with potentially infectious soldiers, and they needed an
answer/decision on what to do, immediately. Also, sometimes the senior
ranking, or theoretical next in charge, is not the best option to make the decjsion
due to skill sets, knowledge of second and third order effects, time available, etc.
Appointment to a leadership position is not anointment and knowing all. Some of
the best leaders are those who do not seek to be in charge through a formal tile,
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but by their example and deeds are the ones others can come to look to, for
guidance.

"

She goes on to further this belief that leadership is not about tifle by saying,

,,1

believe that the lines and definitions bleed into each other a litfle. Just because
you are in a staff position and cannot strike the bold leadership pose
doesn,t
mean you aren't in a direct leadership position. I haven't held anything like a
command, as it is neither required nor expected in my career field, but I have had
lots of opportunities to provide direct supervision and lead individuals and
small

groups, where I think the direct individual impact can be felt greater than
one who
is a leader of a larger organization. I would submit that I have more direct

influence on what goes on as a staff officer directing a staff than the company
Gommander does on the daily hospital activities."

Diane does not strive to achieve rank and doesn't think it is important. She
says, "l feel gravely sorry for the person who is driven to serve by the idea of
rank because one day they will have a bitter pill to swallow if all of their
calculations fall short of the giant roulette wheel that HRC
[Human Resources
Commandl spins during the promotions process and the politicians spin about
the size of the military. The great officers and the bottom of the barrel ones are
easy to filter out to their respective places on the promotion OIVIL
[Order of tVerit

Listl. Everyone else has to rely on board composition, how good your rater/senior
rater can write, who else they have to rate you against, because only X can be
above average and X depends on how many they senior rate...where is there
any demonstration in exhibiting quality leadership by focusing on and acting
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according to those things over the course of a career? How about if ljust focus
on what I am doing and let all of that stuff figure itself out and tell me what's

going to happen? Sounds good to me."
This selfless approach to her military career keeps her focused on doing her

job and leading well and not trying to get to the next level or promotion. When
asked about what was the highest rank she hoped to achieve Diane responded,

"l got asked this question about a month ago on another survey. I am not hoping
for or expecting anything. Rank does not drive me to achieve or serue. Although
rank comes with time and performance, it has been more of a side effect of time
than a driver either of me, or for me. I never thought I would make l\Iajor when

I

first became a Captain, I thought lwould resign before then. I had other plans
and priorities and actually had an approved release from active duty after six

years." The highest rank I hoped to achieve was Captain, Everything else is
gravy and frankly lieutenant colonel stresses me out a Iittle. So let's just say
captain is the highest rank I hope to achieve, and I apparently haven't met the
Peter Principle yet, so I keep getting considered for promotion."
She says most people, including her own family, don't understand military
organizational rank, "What is rank anyway? It is in many ways an artificial
construct to allow an organization the ability to make decisions and execute
them. What extra internalized power do I get from this artificial construct? Do

I

get to take it into the grave with me? How many people in the civilian sector even

have a concept of what it means to have made colonel or lieutenant colonel or
major? They understand what a private is and what a General is, but most have
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no clue about the in-between, unless they are a history buff or have served. My
mom has no idea about the difference between officers and enlisted, she couldn't
tell a squad from a division and Ihave been in the military since 1987. So the
rank thing doesn't mean much to me or what I do. My responsibilities have
increased, but my ability to execute them with time and experience has increased
as well." So for Diane, serving is not about gaining power or prestige or position.
Her service is about being passionate for what she does and being selfless jn

doing it.
Diane believes in people and seeks to treat them as individuals. She
doesn't take the approach of getting upset or using her rank to make corrections.
She states, "[/lost people don't wake up in the morning with plans to screw things
up. They are there to serve like I am and when things do not go as planned, it

must be taken into account when dealing with both them and the problem I do
not like to lose my temper in front of others because I don't like who I am in
general when I lose my temper. I don't need other people to feel that same way.
My greatest shortfall is probably not holding people more accountable for their

actions/inactions. I analyze very closely whether my directions may have been
less than clear, what other conditions may have led to something not happening,

and I tend to try to see where and how I contributed to the lack of performance !f
I

find something wrong in the way I addressed it, I tend to back off and go easier

on the transgression. ln retrospect I think I am too hard on myself and use it as a

way to not be adversarial or hold others accountable." This introspective process
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Diane uses poses the potential solution for any problem within her and not
outwardly to any individual she is leading.
During her time working in as a human resources officer she used this belief
in individual people by not treating everyone the same. She said, "ln assignments
considerations, everyone had a set of unique circumstances. People are not
things that are easily interchangeable like engines or repair parts. They are not
fungible at the individual level. They need to be treated individually and as an
exception to the rule...it just depends on what rule you were looking at. Some
have medical profiles that prohibit certain types of assignments. Some have
exceptional family members. Some are married to other service members. Some
have a crisis going on that wilt get resolved, if given time and the opportunity to
resolve it. Some want to change jobs earlier than the two year 'standard'
minimum and need a curtailment to do it. Some have seniors in high school and
want to stay for four years. Some have special skill sets that are very rare and
needed in a few specific jobs within one career field. Some have foreign
spouses, German, Korean, Japanese, ltalian and want specific assignments in
those locations so they can be close to family." she goes on to say, "l think it is
more a matter of understanding the individual and knowing what makes them tick
on an individual level, but collectively I do know that the junior officers in the
medical career field today, much like today's generation Y junior officers, like to
have detailed explanations of why things are the way they are, and are willing to

express disagreement over situations and decisions that they don't like.
However, they generally also take guidance given and act professionally and
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without hesitation when given direction, even if they disagree with it on an
individual level. Their competence level is extremely high, they are often given
few resources for a vast missions that sometimes go way beyond any formal
training they have received. They need to be smart, and they need to be doers,
or something bad happens and creates an even bigger mess. They don't have a
lot of time to sit around and wait for things to get worse, because then in many
cases there are even more problems they have to solve."
Diane's military career has been earmarked by many characteristics of
Servant Leadership. Diane's selftess approach to leadership in the U.S. Army
has allowed her to live through challenging situations throughout her career. She
has empathy and care for those she leads. She respects them and ensures she

does her part so their needs and aspirations are met, While rank and tile may
be important to many in the military this is not what drives her to succeed and

lead. Diane's love of what she does and who she leads ensures she takes care
of herself, her soldiers, her organization, and a greater society because like she
stated "Heaven, I believe that what I do matters, not only to me but to others."
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6. Conclusions

and Continued Learning

Upon taking on this research, t had many doubts about any connection

between Servant and lMilitary Leadership. Even after this research, t do not
pretend to portend that General George Patton and Quaker Robert K. Greenleaf
are kindred spirits separated only by different organizations. However, after
engaging in conversation with four military professionals I found clear
connections between the Servant and Military Leadership models. The
connections in the linguistic framework of each model are similar. By examining
the language used to describe each model, lfound it is easy to draw an overlap
in the characteristics of each. Trust, Respect, Empathy, Caring, Selflessness,

Listening, and Foresight are leadership behaviors described in both models of

leadership This connecting language provides a framework to examine the
leadership actions of rnilitary professionals to discover how Servant Leadership is
framed within the mllitary context.
l contend that all leaders learn from those they admire most. Many times
leaders encounter role models who influence them for their entire lives. Each of
the military professionals described leaders they admire or learned from most in
their own journey as leaders exhibiting Servant Leadership characterlstics.
Empathy was a characteristic Aaron Ames' role model demonstrated, "Having

empathy is feeling what others feel and knowing where they are coming from,
and that is what Colonel Corsey did as a leader." Another example was the

characteristic of foresight demonstrated by Brian Bailey's role model, lVlaster
Sergeant Tomingo, "The scope of how he led, he was always thinking three
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steps ahead of what was going to happen. He always amazed me because
he
was usually right about the outcome and he was just fonrvard thinking."
Diane Dixon's role model Ieader was also described by her using Servant
Leader characteristics, "Trusting, caring, the consummate professional,
he would
listen to your position and then as a leader fight for your position to our
higher
leadership, knowing that we were the ones who had the skills and understanding
to come to the best conclusion." The ubiquitous use of Servant Leader
characteristics to describe the leaders that influenced them the most as
military
professionals, indicates that these behaviors are important and
relevant in their
own lives as leaders.
Perhaps a more important connection between Seruant Leadership and
Military Leadership is the mandate to help people grow, Servant Leadership,s
core test is the answer to the Greenleaf question, "Do those served grow
as
persons; do they, while being serued, become healthier, wiser, freer,
more
autonomous, more likely themselves to become servants?" (Greenleaf,
6). The
lVilitary Leadership version of this concept, as shown in Army Leadershrp,
is
"growing each soldier to develop the identities of warrior,
servant of the Nation,
member of the profession, and leader of character" (Headquarters,

l-Z)

This

foundational groMh goal is pertinent to the successful implementation
of both
models' The military professionals in this study certainly reinforced their belief
in
people growth in their own leadership behaviors and actions.
Aaron Ames'stated in defining leadership, "Let them work to their full
potential and not undercut them in terms of growth. My hope
was to always let
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them reach their potential. I would want each of them to reach their potentia! and
I

would work with them to set clear expectations and let them go beyond what the

expectations were." As a boxing instructor, Aaron allowed his students, those he
led, to grow in developing courage. "This pushed them to do something that was

challenging physically and mentally. Getting them out of their box into something
that they are not used to, and applying what we would teach them. Getting
people who did not have the willingness to do it, and get them to do it [boxJ to a
level that was necessary. I couldn't put my finger on it right away, but courage is

what I was looking for. It is a class about courage. At least, for most of the people
who took the class it was about courage."
Brian Bailey used shared experience as an opportunity to grow and learn
together. Brian stated, "The situation was when lwas supervising someone we
are both learning something from each other, I think of that as your journey of
life. You are always learning something from someone no matter what

relationship you have with them working with them no matter good or bad you
are taking something from them that is part of the whole journey."

Cam Connor provided the opportunity for those he led to grow by
challenging them to get better as they prepared for combat. As Cam stated,
"Sometimes you have to look at every one of these challenges as an opportunity
to fail and if you do fai! you use that as an opportunity to learn and get better."

Cam continued to say, "The battalion commander's job is to stress every part of
that organization. Every system needs to be stressed. Every system needs to
achieve failure And then find that leader in charge and tell them to flx it. Start to
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tell them to fix it and get stronger. I can't over emphasize that enough. The Ieader
has got to do that and if you don't you are going to get surprised and not in a

good way."
Diane Dixon cited a key leadership experience for her as being a parent
and treating her soldiers the same way. She described leadership and parenting
as one in the same, "l can't think of any greater example of demonstrating
leadership than raising your own children. You have to love them, to give
guidance, advice and wisdom, but ultimately rely on them to make the right
decisions and do the right thing without you watching, as they grow into
adulthood. One sets an example through word and action of what is important.
They observe as they grow, and through this determine what is going to be
important to them and what was important to you as a parent."
Elizabeth Samet, a civilian professor at West Point stated in So/drer's
HearT, "One of the oddest things about an army is that when it isn't getting you

killed it works with enormous zeal to take care of you." Certainly another, and
perhaps most important, connection between the two models is that building
relationships and taking care of people is essential for any type of leadership and
corresponding organizational success. The principles of Servant Leadership are
people centered, or as J.A. Laub defines, "The practice of leadership that places
the good of those led over the self-interest of the leader" (Smith, 82). The military
professionals provided various examples of building relationships and caring for
soldiers as individuals, as people.
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Aaron Ames discussed investing time to build relationships with people, "l
also, wanted to be able to relate to them and get to know them. I always tried to
get to know them as people. I would spend a lot of time doing that. We would do
a lot of things together, like in PT we would do sports together. We interacted in
that informal way, I got to know them."
Brian Bailey stressed relationships over rank when it came to his own
military leadership, "Develop a personal relationship with me and then build that
respect with me and around that topic. Don't expect to be respected because of
your rank and where you are at. lwill respect you and give you basic respect
because of your rank, but I will respect you fully because you build a relationship
with me and I will want to do well." Brian went on to describe that caring for his
soldiers is important to him, "You want to do things to make them successful.

I

want to work for leaders like that. I want them to be successful because it is an
unselfish type of act. lt is an act of caring for others and I think that is different."
Cam Connor spent six months getting to know his soldiers before going to
combat with them. He said, "l spent that whole six months learning all my squad
leaders and above. First name, what their favorite sports teams were, what
excited them, what they did." He spent this time building relationships and
focusing on the people in his organizations because he knew it was important.
Cam shared, "Relationships make a difference. And when you tell somebody,
'What the fuck are you doing? Get your ass in gear' you know it means
something. lt's not'He doesn't know me. He doesn't knowwho I am. The only
time lsee him is when he's yelling at me.' Think about it, the only time I see the
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battalion commander is when he is chewing my ass. What kind of impression is
that? What kind of bond are you going to form when the shit is really hitting the
fan and I need him to do something? How is he going to feel about me? So
building those relationships is what I did."
Diane Dixon emphasized knowing the people you lead is important when
she stated, "l think it is more a matter of understanding the individuat and
knowing what makes them tick on an individual level." Diane goes on to descnbe
her thoughts on people as individuals, "People are not things that are easily

interchangeable like engines or repair parts. They are not fungible at the
individual level. They need to be treated individually and as an exception to the
rule...it just depends on what rule you were looking at."
Accomplishing anything, even winning in combat, is possibte if you build
relationships and let those you lead know that you care. Cam firmly believed in
relationships between leader and follower as he stated emphatically "ljust think it
is an absolute. lt is essential ingredient in motivating soldiers to fight. They have

to know their leader. Their leader has to know them." Cam Connor simply said,
"Showing that you care is going to, I think, endear them and let them think 'l just
want to know that this guy gives a shit about me'. That is leadership 101; that is
all you

need lf they think you give a shit about them, and you really, honesily

care that they are going to go home alive, and you care about them and their
family, those guys will do anything for you... anything."
ln my opinion it is easy to dismiss anything relating Servant and Military

Leadership. The stereotype of a military leader barking orders, relying on his or
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her rank, and telling people what to do is difficult to overcome and on the surface
this seems to be a fair conclusion. However, going beyond the surface and
examining the leader behaviors of Aaron, Brian, Cam, and Diane demonstrate
several actions of Servant Leadership. As military professionals they all might
not be, and certainly would not call themselves, Servant Leaders. However in
describing their own experiences as leaders in the U.S. military they all cited
examples where they had to trust, to respect, be empathetic, to care, to serve
selflessly, to listen, and to use foresight as leaders.
My own conclusion about leadership is that true leaders through their
living example demonstrate these characteristics regardless of the organization
they lead

in. I contend that if Servant Leadership can be used

in the U.S. Army it

can work in any organization with a hierarchy. Structure, hierarchy, position, and

rank have nothing to do with genuine leadership. As Diane eloquently stated,
"Appointment to a leadership position is not anointment and knowing all.
Some of
the best leaders are those who do not seek to be in charge through a formal ti1e,
but by their example and deeds are the ones others can come to look to, for
guidance." The examples shared by Aaron, Brian, Cam and Diane demonstrate
the transcendent way these Servant Leader behaviors are used by these military
professionals in their lives as leaders.
While this leadership research merits further examination, it is clear there
as a foundational connection between Military and Servant Leadership. ln order
to further develop this connection there are a number of avenues to pursue. First,

this research was focused on U.S. Army officer leaders only. To gain a better
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understanding of the entire spectrum of military professionals a simitar qualitative
analysis could be undertaken with U.S. Navy, U.S. Air Force, U.S. l/larines, and
U.S. Coast Guard leaders. ln addition, looking at officer leader behaviors of those
whom received their commissioning from various sources like Reserve Officers
Training Corps (ROTC), Officer Candidate School (OCS), or a Service Academy
like West Point would provide a means of comparison in both leadership models

based on how each leader originally became a military professional.

A second means of examination that would elicit more investigation is
conducting a similar qualitative research project with non-commissioned officers,
who came into the military by enlisting rather than through an ROTC scholarship
or Service Academy appointment. This unique population of military

professionals routinely serves as the day-to-day, and sometimes minute to
minute, direct front line leaders for junior soldiers and saitors. Their leadership
examples could reveal more Servant Leader characteristics. ln either of the two
additional means of investigation, it could prove beneficial from an information
gathering perspective to seek upward or peer feedback in a 3G0 degree
approach on military leaders. This approach coutd provide additional examples
of leader behaviors for those being studied"
A third way to further this study of the two leadership models is to apply
the Servant Leadership Assessment lnstrument (SLAI) proposed by Robert S.
Dennis and tMihai Bocarnea and used by tMatthew

P

Earnhardt with various

military professionals in combination with a series of interviews based on the
results of the SLAI. This combination of quantitative and qualltative research
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would provide a more intricate connecting framework between Military and
Servant Leadership.
Whatever research methodology or technique is pursued, examining in
depth broad leader theories like Servant and tvlilitary Leadership provides a
foundation for learning more about Ieadership in general. Learning more about
leadership through exposure to other leaders is a constant circle of development
and growth. Aaron, Brian, Cam, and Diane all described challenges they faced
as leaders. These detailed descriptions provide greater understanding and
context of timeless principles of both leadership models. This research study
helped me meet my own goal of growing as a leader. lt/ost significantly this
exercise helped me continue to ask and answer the core questions of
Greenleaf's original writing on Servant Leadership. However, it also reminds me
and reinforces that there is much more to be learned in any study of leadership.
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